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JVBL Mission Statement   
 
The mission of the JVBL is to promote ethical and moral leadership and behavior by 
serving as a forum for ideas and the sharing of “best practices.”  It serves as a resource 
for business and institutional leaders, educators, and students concerned about values-
based leadership. The JVBL defines values-based leadership to include topics involving 
ethics in leadership, moral considerations in business decision-making, stewardship of 
our natural environment, and spirituality as a source of motivation. The Journal strives to 
publish articles that are intellectually rigorous yet of practical use to leaders, teachers, 
and entrepreneurs. In this way, the JVBL serves as a high quality, international journal 
focused on converging the practical, theoretical, and applicable ideas and experiences of 
scholars and practitioners. The JVBL provides leaders with a tool of ongoing self-critique 
and development, teachers with a resource of pedagogical support in instructing values-
based leadership to their students, and entrepreneurs with examples of conscientious 
decision-making to be emulated within their own business environs. 
 
Call for Papers  
 
The JVBL invites you to submit manuscripts for review and possible publication. The JVBL 
is dedicated to supporting people who seek to create more ethically and socially-
responsive organizations through leadership and education. The Journal publishes 
articles that provide knowledge that is intellectually well-developed and useful in 
practice. The JVBL is a peer-reviewed journal available in both electronic and print fora. 
The readership includes business leaders, government representatives, academics, and 
students interested in the study and analysis of critical issues affecting the practice of 
values-based leadership. The JVBL is dedicated to publishing articles related to: 
          
1. Leading with integrity, credibility, and morality;  
2. Creating ethical, values-based organizations;  
3. Balancing the concerns of stakeholders, consumers, labor and management, and 
the environment; and 
4. Teaching students how to understand their personal core values and how such 
values impact organizational performance. 
In addition to articles that bridge theory and practice, the JVBL is interested in book 
reviews, case studies, personal experience articles, and pedagogical papers.  If you have 
a manuscript idea that addresses facets of principled or values-based leadership, but 
you are uncertain as to its propriety to the mission of the JVBL, please contact its editor.  
While manuscript length is not a major consideration in electronic publication, we 
encourage contributions of less than 20 pages of double-spaced narrative. As the JVBL is 
in electronic format, we especially encourage the submission of manuscripts which 
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utilize visual text. Manuscripts will be acknowledged immediately upon receipt. All efforts 
will be made to complete the review process within 4-6 weeks. 
 
By submitting a paper for review for possible publication in the JVBL, the author(s) 
acknowledge that the work has not been offered to any other publication and 
additionally warrant that the work is original and does not infringe upon another’s 
copyright. If the submitted work is accepted for publication and copyright infringement 
and/or plagiarism is successfully alleged with respect to that particular work, the 
submitting author agrees to hold the JVBL harmless and indemnified against any 
resulting claims associated therewith and further commits to undertaking all appropriate 
corrective actions necessary to remedy this substantiated claim(s) of 
infringement/plagiarism. 
 
The submitting author shall provide contact information and indicate whether there are 
co-authors to be listed (specifying which one will be the primary contact). 
 
All material accepted for publication shall become the property of the JVBL and shall not 
be reprinted in another publication or be distributed without the express written consent 
of the JVBL. 
 
Review Process 
 
The JVBL seeks work that is clearly written and relevant to the Journal’s central theme, 
yet imbued with analytical and intellectual excellence. In this respect, the editorial review 
board shall consist of both leading scholars and respected high-level business leaders.  
All manuscripts undergo a two-stage review process: 
 
1) The editor and/or his or her representative will conduct a cursory review to 
determine if the manuscript is appropriate for inclusion in the JVBL by examining 
the relevance of the topic and its appeal to the Journal’s target readership. The 
editor may: a) reject the manuscript outright, b) request submission of a revised 
manuscript which will then be subject to a comprehensive in-house review, or c) 
forward the manuscript for review pursuant to the provisions of the following 
paragraph.  
2) The editor will send the manuscript to three reviewers consisting of at least one 
scholar and one practitioner. The third reviewer shall be chosen at the editor’s 
discretion, depending upon the nature of the manuscript. Once reviews are 
returned, the editor may: a) accept the manuscript without modification, b) accept 
the document with specific changes noted, c) offer the author(s) the opportunity 
to revise and resubmit the manuscript in response to the reviewers’ and editors’ 
comments and notations, or d) reject the manuscript. To be considered 
publishable, the manuscript must be accepted by at least one of each type of 
reviewer. 
 
Privacy Notice 
 
The material contained in this Journal is protected by copyright and may be replicated 
only in a manner that is consistent with JVBL’s mission, goals, and activities.  
Commercial replication is strictly prohibited.  Prohibited uses include but are not limited 
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to the copying, renting, leasing, selling, distributing, transmitting, or transfer of all or any 
portions of the material, or use for any other commercial and/or solicitation purposes of 
any type, or in connection with any action taken that violates the JVBL’s copyright. The 
material is not to be used for mass communications without express written consent, but 
may be downloaded for purposes of individual member use and communication.  All 
other uses are prohibited without prior written authorization from the JVBL.  For any 
information concerning the appropriate use of the material, please contact JVBL editor 
Elizabeth Gingerich at 1.219.464.5044.  
 
Postal Information 
 
The Journal of Values-Based Leadership is published on-line biannually in Winter/Spring 
and Summer/Fall by the Valparaiso University Press, c/o College of Business, Valparaiso 
University, 1909 Chapel Drive, Valparaiso, Indiana 46383. To receive a bound hard copy 
of any issue, please remit the sum of $10.00 per copy to the Valparaiso College of 
Business – JVBL, and indicate which issue and the quantity of copies desired together 
with your current mailing address and telephone number.   
 
Please visit the Journal at http://www.valuesbasedleadershipjournal.com for additional 
information. 
 
To report a change of address, contact the Valparaiso University College of Business, 
1909 Chapel Drive, Room 207, Valparaiso University, Valparaiso, Indiana 46383, (tel): 
1.219.464.5044 or e-mail Elizabeth.Gingerich@valpo.edu.  
 
Article Reprint Permission 
 
No article may be republished in whole or in part without the written permission of the 
publisher.  Send requests to reprint in writing to Editor Elizabeth Gingerich at 1909 
Chapel Drive, Room 207, Valparaiso, Indiana 46383, Elizabeth.Gingerich@valpo.edu, 
1.219.464.5044, fax: 1.219.464.5789. 
 
Please remember that existing artwork or images that you may want to include in a new 
work may be protected under copyright law. The unauthorized incorporation of such 
material into your new work could be a violation of the rights of the copyright owner. 
Please be sure to obtain any permission required from the copyright owner. 
 
Disclaimer 
 
The content of all articles, reports, case studies, book reviews, and surveys contained 
herein reflect the views of its individual authors, submitters, and/or interviewees and, 
unless expressly so indicated in the text, do not necessarily represent the position of the 
Valparaiso University College of Business.  
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…from the editor(s) 
 
 
With the recent passing of Nelson Mandela, the world has 
begun to reassess the highlights of his life, his relationships, 
and his time in a position of formal leadership. Whereas 27 
years of seclusion and incarceration would typically provoke 
revenge and exact a widespread call for justice, Mandela 
embraced his adversaries unconditionally. He understood that 
the only way to truly address the ravages of segregation was to 
encourage unity and collaboration ‒ the “collective” ‒ thus utilizing the talents of all 
citizens to elevate South Africa to the status of a formidable global power. Humility 
trumped braggadocio and absolution enveloped spitefulness. Such a purposeful 
leadership style was certainly not popular with many who had been marginalized and 
brutalized since the ascension of the colonial rule centuries ago. Under his direction, this 
courageous leader propelled his nation to the level of international recognition and market 
dominance. The countries commonly referred to as BRIC (i.e., Brazil, Russia, India, and 
China) have been expanded to include South Africa ‒ BRICS.  
 
Applying Mandela’s style of relationship-building and leadership, it is clear that he firmly 
believed that divisiveness and derision rarely, if ever, achieve anything of worth, but 
instead suppress the effective use of a nation’s natural and capital assets. This analysis 
could certainly be applied to business governance and operations as well. 
 
Regardless, for many such focus on the collective conjures up a negative sense of 
dependency and reliance. In juxtaposition, individualism is often equated with the rugged, 
pioneer spirit so often associated with the conquest and development of many nations — 
arguably, none more so than the United States. People are reluctant to disavow a legacy 
inextricably linked to the glorification of the singular over the group and thus champion 
unaided perseverance, “pulling one’s self up by one’s bootstraps,” unequivocal self-
reliance, sole recognition, and “owning the glory.”  
 
Yet in business as in general governance, what are the salient benefits of the collective 
ethos? 
 
 “Two heads are better than one” is an oft-used maxim describing the need for eliciting 
critique and acquiring additional information from advisors, cohorts, and colleagues while 
“what do you think?” not only diffuses the hierarchical distance between worker tiers, but 
ignites creativity, promotes participation, and may very well culminate in the development 
of a superior product or service. Regardless, each promotes a certain type of collective 
action. 
 
There are myriad examples of natural collective activities which achieve a shared 
objective: for example, ants creating entire habitats underground, wolves hunting for game 
in packs, and elephants migrating together in search of water. Similarly, the human brain 
is naturally wired for empathy, connectivity, and collaboration. The occasional loner who 
wants to "get away from it all" is the exception to the rule. Studies show that the rest of us 
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live longer and feel better emotionally when we have a strong support system and are 
connected to family and community. And as the global business network expands, 
collaboration is critical. 
 
An important issue may develop in another time zone or an immediate deadline may be 
encountered. Decisions may not wait until next Wednesday’s scheduled meeting. 
Companies need to be agile and ever prepared to act quickly — yet an immediate 
executive decision is not necessarily the best call. To address the urgency of addressing 
certain situations, a well-coordinated, cross-culturally attuned, and competent group must 
be established and ready to act. Principled and sustainable progress depends upon an 
organization’s ability to assemble highly functioning groups of diverse people. Executives 
and employees ‒ as well as other stakeholders such as consultants, vendors, and 
customers ‒ must all have a role to play in generating ideas and offering crucial feedback. 
 
As both inter- and intra-organizational collaborative opportunities become more common, 
individuals previously unfamiliar with one another will ultimately come together to seek 
ways to accomplish a common goal. Ideally, each participant will have an Emergenetics 
“profile” ‒ outlining his or her thought processes and behavioral attributes ‒ to share with 
other group members to engender mutual respect and thwart misunderstandings. Cross-
pollinating meetings encourages the understanding of other points of view, divulges skill 
sets, and promotes the ability to act collectively in the pursuit of the entity’s objectives. 
I have asked members of the JVBL International Editorial Board to provide their own 
comments on the value of “the collective focus.”                ‒   
__________________________  
, Dean of the College of Business and Economics at the University of 
Wisconsin at Whitewater: 
 
I work in a university where shared governance is required by state statute. External 
parties often express wonder that anything manages to get done when so many have to 
be involved in decision making.  Most of us learn over time, however, that if there are 
decisions that inspire extensive debate, it is usually because hearing what everyone has 
to say is essential to making the best decision. Our first inclination is often toward 
efficiency, but the risk is that we sacrifice effectiveness and commitment. 
    
In his seminal book on servant leadership, Robert Greenleaf1 talks about the difference 
between knowing a lot and being open to knowledge, seeking not so much to be 
understood as to understand.  Being open to knowledge and diverse views can be an act 
of courage, but it is a necessary act for principled and effective leadership. There is a 
tendency to view our groups, organizations, and world as being in constant crisis in 
these times of increasing complexity and dynamism. This perception is used to justify 
quick and decisive action and a more directive approach to leadership; but the inability 
to take time to listen and process may do more to contribute to crisis than it does to 
making sound, principled decisions that move us forward.  In the larger scheme, there’s 
                                                        
1 Greenleaf, Robert M. (1996). On Becoming a Servant Leader, ed. Don M. Frick & Larry C. Spears.  San 
Francisco:  Jossey Bass. 
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no one to lead if we aren’t serving the needs of those around us. The rapid pace of 
change makes it even more difficult to “know a lot” and only increases the criticality of 
being open and hearing many voices.  There is wisdom in the collective.    
 
One of my favorite readings on this wisdom of being open to multiple voices and ways 
comes from A Simpler Way by Margaret J. Wheatley and Myron Kellner-Rogers:2  
 
“We have come to believe that to survive, we must control everything.” Open and 
inquiring systems become wiser about themselves. “They learn that by reaching out, 
they become stronger.  Their support comes not from unnatural boundaries but from the 
inherent strength of wholeness.”   
 
__________________________  
MSR Leadership Consultants, Founder, Author, International Leadership 
Expert, India: 
 
 
 
 
 
  
We all make decisions in our daily lives. But how to go about them is a major challenge. 
It is true that all decisions cannot deliver fruitful results as we make decisions based on 
the present position, available information, and on our head, heart, and gut.   
 
Sometimes leaders need to make decisions based on imperfect information. In fact, it is 
a great challenge as decisions might go wrong even when we make decisions based on 
the available information. Hence, making decisions is risky and achieving 100 per cent 
success with imperfect information is very remote. However, using head, heart, gut, 
intuition, and experience helps to a greater extent to make wise decisions to achieve the 
desired outcomes. The book, Team of Rivals: The Political Genius of Abraham Lincoln 
authored by Doris Kearns Goodwin reveals how Abraham Lincoln inducted rivals in his 
team, and managed them to make collective decisions to end slavery and civil war in 
America by building trust and confidence in them.  Hence, collective decision making has 
a crucial role to play to achieve the desired objectives.  
 
The world has become a small village with the rapid growth in technology. It is tough to 
predict where we will land in the very next moment as there is too much volatility, 
uncertainty, complexity, and ambiguity. Hence, it is advisable to adopt democratic 
decision making where all stakeholders are involved to add value and quality to decision 
making. This method helps acquire multiple ideas and insights from the participants with 
pros and cons of decision making resulting in effective outcomes. This style of decision 
making is collaborative, cooperative, egalitarian, inclusive, and participative. It is also 
known as participative decision making or collective decision making. It has both merits 
and demerits. Those who appreciate the idea will agree, and those who want to scuttle 
                                                        
2 Wheatley, Margaret J. & Kellner-Rogers, Myron (1999). A Simpler Way. San Francisco: Berrett-Koehler 
Publishers, pp. 94-102.  
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the decision will disagree ‒ deliberately. However, the overall merits outweigh the 
demerits. Hence, it is advisable to adopt this decision-making style in all spheres.    
    
__________________________  
Associate Professor in Leadership, Author, Oslo School of Management 
Norway 
 
In my research work I have realised that leadership is a much more collective-oriented 
phenomenon than the “leadership industry” likes to admit. Also, decision-making seems 
to occupy lesser space than proposed by classical theories. However, when decision 
making does happen, for example in top management teams, it is often principles – in 
the form of moral, values, norms, or attitudes – that shape those decisions, not formal or 
rational decision-making procedures. It is who the leaders are and what they stand for 
that ultimately governs the decision processes when leaders influence others. 
 
__________________________  
Global Futurist, Social Activist, Author, International Speaker, San 
Francisco, California 
 
We humans have created such complexity in our world that our social systems have 
become unmanageable – at least from the perspective of the leadership paradigm we 
built for yesteryear. That outmoded tradition still yearns for the super heroes – the history-
changing, charismatic leaders in politics, religion, and civil society who will come to our 
rescue. But the time for individual leaders to save the day has past. Like Frankenstein and 
his monster, the systems we created to serve us are now ruling us and will continue to 
dictate the future as long as we stay rooted in yesteryear’s worldview. 
   
The times call for collaboration on an unprecedented scale, where the collective will is 
followed by collective action rather than discordant strategies based on widely-differing 
ideologies. We can no longer afford to play the game of special interests, partisanship, or 
nationalism. The time has come for human beings to come together and focus on what is 
best for everyone, without special attention being paid to any one person or group.  
 
In our ever-shrinking world, what R. Buckminster Fuller called “Spaceship Earth,” no group 
can feel truly secure today unless everybody else is secure. The global commons is too 
precious to squander by allowing any group to dominate or allowing grid-lock to prevent us 
from making progress. Collective choices are not only important, they are essential! We 
have reached a point in human history where we either subscribe to a new worldview that 
works for the future, or lose the global commons that sustains human life. The latter 
outcome will prevail if we insist on holding onto yesteryear’s ideas about leadership ‒ 
relying on individual heroics instead of the collective “wisdom of crowds.”  
 
It is our choice: collective folly leading to a more dismal future or collective wisdom and a 
vital future for all. 
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The Lakota-based leadership model is construed by the author as an environment 
whereby all beings are interrelated, worthy of mutual respect, and motivated to 
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as a particular situation demands. This model encourages leaders, as well as 
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Laurie A. Yates ‒ Gresham, Oregon, USA 
Dr. Yates presents the findings of her research which demonstrate, based upon 
empirical evidence, that the employees of ethical leaders were more satisfied 
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ethical leaders. These outcomes support the premise that not only does ethical 
leadership lead to positive employee behaviors, but that such followers 
reciprocate by supporting their leaders in the pursuit of organizational objectives. 
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41 STAKEHOLDERS MANAGEMENT IN THE INDIAN CONSTRUCTION INDUSTRY: 
INSIGHTS INTO THE APPROACH AT LARSEN & TOUBRO’S CONSTRUCTION 
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Shashank Shah  ‒ Andhra Pradesh, India 
 
This case study is comprised of an interview with Dr. Anumolu Ramakrishna, 
former Deputy Managing Director of Larsen & Toubro Ltd. (L&T), India. Dr. 
Ramakrishna oversaw the construction of major infrastructure projects and the 
ensuing expansion of L&T into overseas markets through the formation of 
international joint ventures. He stressed that the success of these undertakings 
was largely due to the acknowledgement that one company is simply a 
microcosm of the global market and without inter-personal collaboration, 
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examines the life and actions of Pope John Paul II, characterizing him as altering 
the course of human history while transformatively impacting entire generations 
as a value-based, authentic, and positive leader.  
 
102 BOOK REVIEW: 21 SUCCESS SUTRAS FOR LEADERS by M.S. RAO                           
M.Ganesh Sai and M.Ramakrishna Sayee ‒ India, Reviewers  
With over 33 years of experience, M.S. Rao shares lessons learned from and 
shared by a plethora of leaders around the world. With Success Sutras, Rao 
introduces a new leadership perspective dubbed “soft leadership.” He attempts 
to stir the passions of his readers and seeks to cultivate, and ultimately 
transform, ordinary individuals into extraordinary leaders. He is the author of 25 
books predominantly centering upon leadership styles.   
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Leadership Trails:  Lessons from the Lakota Sun Dance 
 
The ability to conceive, articulate, execute, and motivate others to follow a vision is a 
persistent quality of an effective leader. Quigley (1994) argued, “A leader’s vision implies 
an understanding of the past and present. More importantly, it offers a road map to the 
future and suggests guidelines to those in a given enterprise” (p. 37). Quigley’s 
preferential treatment of the future as it relates to the role of vision in effective 
leadership is certainly not uncommon or harmful; however, this preference minimizes 
the importance of understanding the past.   
 
There are at least two reasons to focus attention 
on the past when discussing vision. First, leaders 
must learn, understand, and appreciate the 
history that brought them and their organizational 
members to their current situation.  This does not 
dictate that the organization’s future must follow 
its past, but it should be recognized that the 
culture of any organization is a matter of socio-
historical construction, where people have interacted throughout history to create and 
recreate the current organizational structures (Modaff, Butler, & DeWine, 2012). That 
Leadership Trails: 
Lessons from the Lakota 
Sun Dance 
Abstract 
This essay argues that while having a vision as a leader is important, that often means 
that the future is afforded more value than the past and the present.  The past 
demonstrates the leadership trails, or the evidence for what has and has not worked for 
the organization as the leaders and members enact the leadership vision.  Here I offer a 
leadership model that embraces leadership trails, one based on a decade of research 
on traditional Lakota life, particularly their most sacred ceremony, the Sun Dance.  The 
Lakota-based leadership model consists of six elements: mitakuye oyasin (“we are all 
related”), respect, bravery, generosity, fortitude, and wisdom. 
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sense of what is past will naturally influence the vision for the future and the 
organizational members’ willingness and ability to follow it. Second, as we examine the 
past in relation to vision, we begin to the see the trails that have been created as the 
leader and the organizational members negotiated the daily struggles and successes of 
the enterprise. These trails are markers of where the leader has tread and how closely (if 
at all) the organizational members have followed. It is this sense of the past — these 
leadership trails — that is the focus of this essay.  
 
Here I offer a perspective of leadership trails based on research I have been conducting 
on traditional Lakota philosophy, communication, and organizing. This perspective is 
deeply rooted in the values and behaviors I observed during the Lakota Sun Dance and 
that I learned through interviews with Lakota elders. The values articulated here are not 
unfamiliar to those concerned with values-based leadership (e.g., Best, 2011; McKenna 
& Campbell, 2011), but understanding their traditional Lakota roots and modern 
applications does require “a shift in attitude” (Hester, 2012, p. 48). 
 
Trails of Prayer: The Lakota Sun Dance 
 
It was 104 degrees on the fourth and final day of the Sun Dance on the Rosebud 
Reservation in South Dakota.  After four days of observing the ceremony, I noticed that 
the grass had been trampled flat in the shape of a circle by the dancers. This trail 
represented not only the vision and path of the medicine man leading the ceremony, but 
the actions of the dancers who followed his direction and believed in his vision and 
power. The trail was a circle — a sacred shape for the Lakota — as it represents the 
interconnectedness of all things. The trail was there not because the dancers blindly 
followed the medicine man, but because they were deeply entrenched in the traditional 
values and beliefs that make up who they are as Lakota people, and marked the journey 
they individually and collectively had been on for the past four days.    
 
The Lakota Sun Dance 
 
The Sun Dance is the most sacred ceremony of the Lakota, and I was fortunate to be 
invited to observe this particular one from beginning to end based on the relationships I 
formed during ten years of research on the reservation. The Sun Dance is a ceremony 
characterized by individual and group sacrifice during which the dancers, led by a 
medicine man, do not eat or drink for four days, and dance staring at the sun from 
sunrise to sunset with only short breaks throughout the day. They dance to pray; to pray 
for the health of themselves, their families, their community, or to ask for the strength to 
endure the hardships that permeate reservation life.  One of the defining features of the 
Sun Dance is that several of the dancers are tethered to the Sun Dance tree in the 
center of the Sun Dance circle by a long rope that is secured to the dancer by a buffalo 
bone that pierces the dancer’s chest. Some dancers remain tethered and pierced for just 
a few minutes, while others spend up to four days sacrificing themselves in this way. 
 
The Sun Dance is one of the seven sacred rites brought to the Lakota by the White 
Buffalo Calf Woman (Brown, 1989).  It is a yearly event, typically taking place in mid- to 
late summer, and is led by a medicine man with the assistance of other spiritual leaders 
in the tiyospaye, or extended family group (Powers, 1975).  Hull (2000) described the 
Sun Dance as follows: 
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The convocation is often brutal because the participants dance barefoot for four 
days without benefit of food or water while staring at the sun, each blowing in a 
whistle made from the ulna bone of a golden eagle. My Lakota friends recognize 
several major ceremonies, of which the sun dance is the biggest, the granddaddy of 
all the ceremonies, the one that ensures the life of the oyate, the people, for another 
year (p. 2). 
 
Albert White Hat, Sr., a Lakota spiritual leader, described the Sun Dance to me as an 
extended prayer, “a once a year gathering of all the energy in the world -- the universe... 
At that time we either express our need or appreciation” (personal communication, July 
25, 2005).   
 
The ceremony is conducted in the Sun Dance circle — a circle about 100 feet in 
diameter.  As the dancers move around the circle, they are led by the medicine man in 
charge of the ceremony.  He leads them in rounds of dancing in which they dance in 
formation, staring at the sun, at each of the four directions.  When the medicine man is 
ready, he signals the dancers with a simple wave of his hand, and they all move 
gracefully clockwise around the circle to the next direction to dance some more.   
 
Lakota-Based Leadership Model  
 
As the dancers move around the circle and in towards the Sun Dance tree, they imprint 
trails upon the grass. These trails are value-laden, representing the vision of the 
medicine man, the respect the dancers have for him and his vision, their acceptance and 
understanding of the cultural and spiritual lessons he has been sharing, and the 
strength and sacrifice each dancer musters throughout the four day ceremony. These 
trails and the values inherent in them form the 
basis of the Lakota-based leadership model. 
 
I am not the first to recognize the wisdom of the 
traditional Lakota and the applicability of their 
value system and philosophy to modern 
leadership. Marshall (2009), for example, in his 
treatment of the great Lakota warrior, Crazy Horse, 
described how the Lakota valued the following 
traits in their leaders: selflessness, morality, 
experiences, honesty, responsibility, and a cultural 
insight. Allen (1993) summarized his 
understanding of Lakota values and philosophy 
(some of which overlap with the current project), 
and provided a useful workbook for implementing 
them into modern management. Bryant (1998) 
and Gambrell and Fritz (2012) reported how 
contemporary Lakota people articulated what 
Lakota leadership meant to them in commendable attempts to broaden the scope of 
how we understand leadership by including non-Western conceptualizations. The Lakota-
based leadership model described here supports much of the prior work in this area, but 
differs in that it focuses on the lessons learned particularly from the Sun Dance.  
 
Figure 1 
  Lakota-Based Leadership 
Model. 
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The Lakota-based leaderhip model consists of six components, and is represented by a 
circle — the same type of circle found on the Sun Dance grounds.  One important quality 
of a circle is that it does not have a beginning or an end, and so there is no inherent 
value of one point of the circle over another. The same is true of the components of the 
Lakota-based leadership model. The model should be treated as a nonlinear 
representation of the interrelationships of the six components, with no beginning or 
ending point. Approaching leadership from this perspective means that the leader should 
embrace all components, and attempt to live them in thought and action. 
 
Mitakuye Oyasin  
 
Mitakuye oyasin is a Lakota phrase roughly translated as “all my relatives” or “we are all 
related.” This is a central tenet of Lakota philosophy and represents their worldview in 
which everything in nature is related and should be treated like kin. Sicangu Lakota 
elder, Ione Quigley (personal communication, September 15, 2003), explained the 
concept further: 
 
We treat equally, as in a circle.  We look at the concept of mitakuye oyasin, all my 
relatives, and that everything in a circle is related.  And when you’re related and 
connected you’re not higher, you don’t look at something or someone as being 
higher, or the other way, lower.  You see everything as being equal in life.  I need the 
plants.  I need the air.  I need the water.  I even need you.  That is how we look at 
things, is that life is the concept mitakuye oyasin — we’re all connected and related. 
 
In the Lakota-based leadership model, mitakuye oyasin is best represented by the circle 
itself. The circle reflects the interconnectedness of all people and things, and compels 
the leader to treat them all as relatives, with the same kindness, compassion, and 
concern that are typically reserved for kin in Western society. The shift in attitude that 
this demands is significant for most people, and easily dismissed as implausible in a 
capitalist society; however, it is no different in degree as when management theory 
evolved from Taylorism to Human Relations based on the work of Roethlisberger and 
Dickson (1939), Barnard (1938), and McGregor (1960), among others. The shift in 
attitude at that point in time from treating employees as dispensable and replaceable 
parts of a machine to living, breathing, caring human beings needing to be attended to 
and empowered was titanic.  Mitakuye oyasin asks leaders of all types to shift attitude a 
bit further, and extend their attention and genuine concern to all aspects of the relevant 
environment, including customers, clients, competitors, and the communities in which 
the organization conducts its business.  
 
At the first Sun Dance I attended, my wife and I were outside of the Sun Dance circle 
under the arbor and were sitting next to a Lakota grandmother and her grandchild. The 
grandchild had turned his attention to a bee that was flying around him, and he was 
starting to swat at it to kill it. The grandmother calmly stopped him and said, “No, let him 
alone, we are at Sun Dance, we don’t harm anything. Let him go.” The grandmother gave 
us a lasting impression of exactly what mitakuye oyasin looks like in practice. You have 
to stop yourself from responding automatically to the things around you as inherently 
negative, become mindful of their relationship to you, and treat them with the respect 
that they deserve.   
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Respect 
 
Closely aligned with mitakuye oyasin is the concept of respect. Respect is the outward 
manifestation of mitakuye oyasin, and is a precursor to the four values that make up the 
remainder of the Lakota-based leadership model.  According to Oglala Lakota elder 
Calvin Jumping Bull (personal communication, September 23, 2003), “You have to have 
respect in order for the other values to work.” For this reason, respect is placed in the 
center of the circle in the model, tying the remaining four values together.   
 
Respect for the Lakota is a relational concept, such that it is not demanded by or 
inherently awarded to a leader, but given to them in appreciation for their wisdom, 
vision, and teachings. The dancers at the Sun Dance respect the medicine man leading 
the ceremony because he has demonstrated his respect for the culture and traditions, 
and has done everything he can to help prepare each dancer to fulfill his or her own 
personal commitment.  Respect is shown in actions toward each other, the members of 
the community, the environment, and the traditions.  
 
The depth of respect that is present among the participants in the Sun Dance ceremony 
was most evident to me on the third day of the ceremony I attended in July, 2011. It was 
over 100 degrees, and the dancers had been struggling with the heat since sunrise 
many hours before. At approximately 2PM, the typical dancing and piercing gave way to a 
healing ceremony.  In a healing ceremony, any member of the community who wants to 
can enter the Sun Dance circle from the East gate, drink medicine created by the 
medicine man based on a vision, and walk through the Sun Dance circle with the Sun 
Dancers forming a channel from one end to the other. The dancers would pray for the 
people as they walked through, stopping them occasionally so that they could gain 
strength from the circle. The ceremony took hours because so many Lakota people had 
come for healing. As the line dwindled and the sun grew hotter, I was invited in to the 
ceremony. Despite being white and an academic — the latter of which automatically 
meant I was not to be trusted — the dancers prayed over me as if I was just another 
member of the community. Their respect for the medicine man and his decision to allow 
me to be there and the respect they had for their traditions meant that they 
unquestioningly treated me with respect. They were hungry, thirsty, and exhausted from 
giving what little energy they had left to the members of the community, and yet, they 
invited me in and prayed for me and my family as if I were a relative.  Respect for the 
leader made that happen, and that respect was not earned out of fear or authority.    
 
Respect for the leader as demonstrated above is not unique in leadership theory.  
However, given the underlying philosophy of mitakuye oyasin in the current model, 
respect must be mutual. The Sun Dance demonstrates this mutuality in that it is not just 
the dancer that respects the medicine man, but the medicine man exhibits respect for 
each individual dancer. For example, through the four days of the Sun Dance, individual 
dancers can find themselves struggling with heat exhaustion, mental and physical 
fatigue, hunger, thirst, and the deep desire to give up. The medicine man, while dancing 
himself, senses these struggles and steps over to the waning dancer to provide the 
support s/he needs to continue. The medicine man has a deep respect for the individual 
commitments each dancer has made, knows the motivation and personality of each 
dancer, and offers the support that is needed. For some dancers, he pats them on the 
back with his eagle feather, encouraging them with positive attributions. For other 
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dancers, he stands sternly behind them, almost with a disciplinarian persona, letting the 
dancer know that they are not living up to their potential in that moment. The medicine 
man respects each dancer individually, and instead of offering a homogenous and 
collective message of support, uses his power and vision to motivate each individual. 
 
What makes the Lakota perspective of respect even more intriguing is that the respect 
does not end at the boundaries of the relationship between the medicine man and the 
dancers or even at the perimeter of the Sun Dance circle. Throughout the days and 
nights of the Sun Dance, community members come to support the dancers.  They sit 
outside of the perimeter of the circle under a shade arbor, and demonstrate their 
respect in all of their activities. For example, they do not eat or drink in sight of the 
dancers out of respect for the sacrifices the dancers are making. The medicine man 
does encourage them to eat and drink between rounds of dancing (down the hill and out 
of sight of the dancers) because he believes this will help nourish the dancers. There are 
helpers in the community who volunteer every year to feed the community every meal 
during the ceremony. There are other community members who walk through the 
campsites sharing traditional Lakota stories, and reminding members of what the 
medicine man demands of supporters out of respect for the ceremony.  For example, an 
elder Lakota woman will remind the community that any woman who is on her “cycle” 
needs to leave the Sun Dance out of respect because they are considered to be too 
powerful and the spirits will not come to help the dancers. The elders invoking these 
reminders (or teachings) do so out of respect, and the women who stay away from the 
ceremony do so as well.  Perhaps the best way to think about the respect at the Sun 
Dance is to think of ever-widening circles. The inner circles represent the respect 
exhibited between the medicine man and the dancers, while the outer circles represent 
the respect that the community members have for the dancers, the ceremony, and the 
traditions as related to the vision and power of the medicine man.   
 
The lesson to be learned about respect from the Lakota is complicated. Modern 
organizational leaders must realize that respect is not inherent in a position; 
organizational members  expect their leader to live the vision asked to be followed. The 
medicine man, despite being one of the oldest dancers in the ceremony, never faltered 
under the heat of the sun, never asked the dancers to do anything he was not doing 
himself, and always encouraged them to persist despite the odds against them. He 
respects and understands their individual commitments as much as they respect his 
vision and power. Organizational leaders would benefit from understanding the 
individual motivations and personalities of their workers, and tailoring communication 
and motivation to them. But the deeper lesson to be learned from the Sun Dance about 
respect is that respect does not end with the leader-member relationship. Instead, 
respect should extend to the broader community in a reciprocal fashion. Leaders should 
strive to demonstrate respect for the people and resources outside of the physical 
boundaries of the organization.  Lakota-based leaders will find that the community will 
respond to this with respect and support of their own.   
 
The remaining four components of the Lakota-based leadership model are four 
traditional Lakota values that were regularly articulated to me by Lakota elders during 
my time on the reservation and were also demonstrated during the Sun Dance. O’Toole 
(2008) unknowingly described the Lakota perspective of the connection between values 
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and leadership when he wrote: “[E]ffective leaders set aside the culturally conditioned 
“natural” instinct to lead by push and — particularly when times are tough — always to 
adopt the “unnatural” behavior of leading by the inspiring pull of common values” (p. 
86).   
  
Bravery 
 
Historically, for the traditional Lakota, bravery was deeply connected to their warrior 
culture and was most readily visible during battle, but the value was not limited to 
warriors or times of physical confrontation. Charles Eastman (a native born Lakota) 
posited that bravery, as practiced by the Lakota in everyday life, referred to the degree of 
risk involved with a particular activity, and with risk came honor (Eastman, 2001).  
Further, Eastman forwarded, “Our own concept of bravery makes of it a high moral 
virtue, for to us it consists not so much in aggressive self-assertion as in absolute self-
control” (2001, p. 43).   
 
Enacting the value of bravery is both a physical and a mental process.  In the Sun Dance, 
for example, when dancers commit to dancing, they commit for four years, not for just 
one.  That commitment to a choice is an incredible act of bravery in and of itself, as it 
means that the dancer is committing to hunger, thirst, exhaustion, and physical pain.  
That commitment is especially brave because the purpose of dancing in the Sun Dance 
is often not for self-interest, but for the health and well-being of the community.  
 
The Lakota-based leadership model asks leaders to exhibit bravery in their thoughts and 
actions. Leaders are faced with difficult choices every day, and how they approach and 
respond to those choices is a matter of bravery. How different organizational life would 
be right now if leaders and all other members practiced bravery? Bravery implies being 
accountable, and many of our current organizational leaders seem less than willing to do 
so. Perhaps the reason that bravery is in short supply is because leaders do not have 
role models for acting bravely. Marshall (2001) offered advice on what leaders could do 
to develop this value: 
 
If you don't think you know how to be brave, look around; you'll find someone who 
does know.  Follow him or her. If you follow long enough, you'll learn to have courage, 
or the courage within you will rise to the top. When that happens, turn around, and 
don't be surprised if someone is following you (p. 158). 
 
Generosity 
 
The second traditional Lakota value in the model is generosity. The Lakota word for 
generosity, canteyuke, means “to give, to share, to have a heart” (Marshall, 2001, p. 
180).  For the Lakota, possession of excess material goods was only useful to the extent 
that they could be shared with the community. The Lakota would enact this value in 
many ways in everyday life, but perhaps none more striking than the giveaway.  
Giveaways were done as a way of honoring someone in the family (for example, a loved 
one who had recently passed away). The members of the sponsoring family would quite 
literally give everything away that they owned — tipi, horses, utensils, and even the 
clothes on their backs.  All of this was done to honor the individual. There was no greater 
way to honor someone than to be generous to the community. 
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Giveaways are still prevalent on the Rosebud reservation, and often occur at the 
conclusion of the fourth day of the Sun Dance. This outward manifestation of generosity 
is perhaps the most explicit, but the Sun Dance itself is predicated on the value. It is 
clear when you observe the Sun Dance that the dancers and the medicine man are there 
not for their own personal gain, but for the good of others in the community.  They readily 
give of themselves in order to attempt to ensure the health, happiness, success, etc., of 
those around them.  Despite the abject poverty on the reservation, the participants in the 
ceremony give what they do have — their bodies and minds — to pray for the community. 
 
Modern organizational leaders should consider what they have to give, and decide with 
what they can be generous. Leaders should alter their attitude, such that they should 
seek opportunities to share their time, energy, dedication, motivation, care, concern, and 
certainly knowledge with their organization and members of their environment. The value 
of generosity asks the leader to think of the community first, so that the bounds of 
generosity are not constrained by a line item on a tax form. 
 
Fortitude 
 
The third value, fortitude, is similar to bravery, but refers more to internal strength than 
to external acts of courage. Marshall (2001) referred to fortitude among the Lakota as 
“quiet strength” that comes with flexibility (p. 178). To demonstrate the relationship 
between flexibility and fortitude, Marshall recounted the story of walking with his 
grandfather near a river bottom when a great wind arose.  A sandbar willow tree bent in 
the mighty wind but did not break, while a tall oak, rigid and strong, snapped in several 
places. Fortitude, as the story teaches us, does not come from physical strength, but 
from flexibility and the ability to remain mentally strong in the face of adversity. Lakota 
elder Calvin Jumping Bull (personal communication, September 23, 2003) taught me 
how fortitude is necessary to participate in the Sun Dance: 
 
Fortitude is probably the hardest.  I used the Sun Dance as example; how a person 
denies his own needs to do that ceremony.  Because they don’t drink any water or 
eat any food for at least seven days that they have to take part in that ceremony.  
They dance four days and three nights, and the only thing that he could offer to the 
creator was his own body, so that’s the reason why he does whatever he needs to 
do.  And he must suffer for the people so that people have a better way of life.  So 
he’s not dancing for himself, but he was dancing for the people.  So he had to 
endure all these hardships.    
 
Leaders often receive advice to remain strong and follow their convictions. The value of 
fortitude asks leaders to be mentally strong and to concurrently be flexible. This dialectic 
of strength-flexibility will allow the leader the opportunity to meet the demands of the 
changing organizational environment, while not waivering in the face of adversity.   
 
Wisdom 
 
Wisdom is the final value in the Lakota-based leadership model. Due to its intangible 
nature, wisdom was considered the most difficult of the four virtues to attain for the 
traditional Lakota. The Lakota word for wisdom means “to understand what is right and 
true, to use knowledge wisely” (Marshall, 2001, p. 196).  Perhaps the most important 
thing to remember about wisdom, however, is that those who possess it are valued for 
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their ability to help the community make informed decisions. Albert White Hat, Sr. 
(personal communication, September 12, 2003) explained wisdom in this way: 
 
And they always say that knowledge is very important, but experience of that 
knowledge must go hand in hand.  You can have all the knowledge in the world, but 
if you don’t experience it you don’t know what you’re talking about.  So we have 
people who specialize in different areas they experienced.  So if that need arises, 
they’re the ones that are called upon. Not one man or woman can do everything.  A 
long time ago there’s no title, as title of authority, just respect. They say wisdom is 
knowledge and experience together. So if you are a born hunter, when the time 
comes, they’ll call on you.  The rest of the time you work to promote and develop, 
help others to do well with community and your family.   
 
Wisdom is evident in many ways at the Sun Dance. For example, in between rounds of 
dancing, the medicine man would ask an elder to teach the community about some 
issue of traditional Lakota life, and this teaching usually took the form of a story. 
Traditional Lakota values were always embedded in these stories, and the elders 
considered it their obligation to teach the community. In a less visable way, the wisdom 
of the medicine man was what allowed the ceremony to take place. His knowledge of 
tradition and spirituality, which he shared with the dancers in preparation for the 
ceremony, ensured the safety of all of the participants throughout this arduous event. 
His spiritual guidance of the community throughout the year led to an event that was 
highly organized, yet never visibly orchestrated.  Because the medicine man shared his 
wisdom with the community, every aspect of the complicated event — from the drum 
group and singers to the cooks to the women in charge of smudging the supporters with 
red cedar smoke at the start of each round of dancing — would fall into place without 
headsets, flowcharts, or action plans. Wisdom is not to be guarded, but shared for the 
benefit of everyone involved. 
 
Holding a leadership position certainly affords leaders a claim to wisdom, but the Lakota-
based leadership model asks leaders to also value the wisdom of those around them as 
much or more as they do their own. This, by implication, means that listening becomes 
the paramount skill for leaders to develop and practice.   
 
Conclusion 
 
We often focus on the vision of the leader and the path that they will take the 
organization down; however, the lesson I have learned from the Lakota is to focus also 
on the trail that was created because it is this that gets (re)constructed as the followers 
enact the vision. The vision provides the roadmap, but the trails provide the paths for 
others to follow or from which to diverge. As they follow the trails, the members co-
construct them, solidfying them or reforming them as the situation demands. Trails are 
products of interaction, a constant negotation between the leader and the members.   
 
The Lakota-based leadership model presented here assumes a reciprocal relationship 
between leaders, members, and relevant environment. The model calls for 
understanding that all beings in the environment are relatives, worthy of the same 
respect and concern afforded family members. Respect is mutual and not constrained by 
the physical boundaries of the organization or limited to members of the organization. To 
enact the philosophy of mitakuye oyasin, the Lakota-based leadership model encourages 
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leaders (and members) to act under the guidance of four traditional Lakota values: 
bravery, generosity, fortitude, and wisdom. 
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Exploring the 
Relationship of 
Ethical Leadership 
with Job 
Satisfaction, 
Organizational 
Commitment, and 
Organizational 
Citizenship Behavior 
 
 
Abstract 
The impact of ethics on recent leadership practices has assumed a prominent role in 
both practical and theoretical discussions of organizational leadership successes and 
failures. A leader's ability to affect followers' attitudes and behaviors is important in this 
pursuit because it can result in greater job performance (Tanner, Brugger, Van Schie, & 
Lebherz, 2010). Ethical leadership may provide an effective approach for fostering 
positive employee outlooks and actions. Employees respond positively to the ethical 
leader's principled leadership, altruism, empowerment, and reward systems, suggesting 
that improved employee attitudes and work-related behaviors may follow (Brown & 
Trevino, 2006). 
 
Three established measures of attitudes and behaviors are employee job satisfaction, 
organizational commitment, and organizational citizenship behavior. The following 
research study examined the potential of ethical leadership to foster higher levels of 
these outcomes and found that employees led by highly ethical leaders reported greater 
job satisfaction and organizational commitment than did employees led by less ethical 
leaders. No significant difference was reported among employees regarding the impact 
of ethical leadership on their level of organizational citizenship behavior. These findings 
suggest both theoretical and practitioner level insights. 
 
Introduction 
 
Ethics has been a part of leadership study and debate for centuries. The majority of 
these dialogues have been normative in nature. These discussions prescribe leadership 
standards of behavior and are largely anecdotal. Notwithstanding a long history of 
discourse, there is a need for more social scientific inquiry on ethical leadership (Brown 
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& Trevino, 2006; Tanner, Brügger, Van Schie, & Lebherz, 2010). “Indeed, a great deal 
has been written about ethical leadership from a prescriptive point of view, often in the 
form of a philosophical discussion about what leaders ought to do” (Avey, Palanski, & 
Walumbwa, 2011, p. 573).  
 
The growing complexity of organizations and their expanding influence on an increasing 
number of internal and external stakeholders strengthens the importance of pursuing 
the ethical context of these organizations. Prescriptive approaches suggest ethical 
contexts enhance employee job performance (Brown & Trevino, 2006) and 
organizational leaders are significant contributors to, and shapers of, this context 
(Bennis & Nanus, 2007). A leader’s principal charge is the pursuit of the firm's mission 
and accomplishment of its primary objectives (Bennis & Nanus, 2007).  Leaders affect 
change and goal achievement by influencing organizational members to perform at high 
levels (Drucker, 2001). Positive employee attitudes and behaviors are potential 
indicators of increased job performance (Tanner et al., 2010). This research study 
sought to determine if ethical leadership supports three such indicators: increased job 
satisfaction, organizational commitment, and organizational citizenship behavior among 
employees. Accordingly, the study helped move the research stream from being merely 
conceptual and prescriptive towards empirical description.  
 
Ethical Leadership 
 
The concept of ethical leadership is a timely and significant topic for study. In a 
comprehensive literature review on leadership ethics, Ciulla (1995) concluded that ethics 
should be at the center of leadership studies. According to Ciulla, it is the ethics of 
leadership that may help us answer the question of what differentiates effective from 
ineffective leadership. Northouse (2010) also described ethics as central to leadership, 
citing the impact of leader influence, relationship with followers, and establishment of 
organizational values. A definition of ethical leadership based on empirical study has been 
offered by Brown et al. (2005). Ethical leadership is “the demonstration of normatively 
appropriate conduct through personal actions and interpersonal relationships, and the 
promotion of such conduct to followers through two-way communication, reinforcement, 
and decision-making” (p. 120). 
 
Ethical leadership may present a style of leadership that can address the issue of 
enhanced employee outcomes (Brown & Mitchell, 2010; Brown & Trevino, 2006; Dadhich 
& Bhal, 2008; Mayer, Kuenzi, Greenbaum, Bardes, & Salvador, 2009). Corporate 
executives are continually pressed to make organizational improvements, measured by 
both internal process advances and external performance measures. Executives endeavor 
to fulfill organizational goals through improved effectiveness and efficiency (Burton & Obel, 
2001). The success and viability of an organization are important responsibilities of the 
organization’s leaders. Because leadership is an influential process (Ciulla, 1995; Yukl, 
2002), organizational goals are partly dependent on leaders’ abilities to inspire 
organizational members to work towards those goals through increased performance. A 
leader’s capacity to affect employee attitudes and behaviors can be measured by a variety 
of factors including employee job performance, job involvement, job satisfaction, 
organizational citizenship behavior, and organizational commitment (Daft, 2004; McShane 
& Von Glinow, 2010).  
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Moral Person  
 
Trevino, Brown, and Hartman (2003, 2000) categorized ethical leaders under two 
headings: moral person and moral manager. Ethical leaders are thought to embody 
certain traits. Traits represent characteristics that people display consistently over time. 
Studies on the attributes of perceived ethical leaders recognize integrity as a central 
characteristic of the individual leader (Bennis & Nanus, 2007; Brown et al., 2005; 
Khuntia & Suar, 2004; Kouzes & Posner, 2008; Parry & Proctor-Thomson, 2002; Posner 
& Schmidt, 1992). Other qualities that have been associated with ethical leadership are 
honesty, competence, fairness, and humility (Bass & Steidlmeier, 1999; Khuntia & Suar, 
2004; Posner & Schmidt, 1992).   
 
As support for the importance of moral characteristics, much of the research on 
leadership relates effectiveness to leader honesty, integrity, and trustworthiness (Brown 
et al., 2005; Hartog, House, Hanges, Ruiz-Quintanilla, & Dorfman, 1999; Kouzes & 
Posner, 2008; Posner & Schmidt, 1992). Followers recognize leaders with specific traits 
and behaviors and then make predictions on how they will act in various situations. 
Those leaders whose actions are based on ethical principles are perceived as ethical 
leaders (Trevino, Hartman, & Brown, 2000). Ethical leaders demonstrate consistency 
between words and behaviors. Coupled with integrity, fairness, and a caring for others, 
this consistency in ethical leadership inspires trust among followers (Zhu, May, & Avolio, 
2004). Employee trust in their leaders is associated with positive follower attitudes and 
behaviors (Den Hartog & De Hoogh, 2009). It is thus a reasonable inference that ethical 
leadership may be associated with increased levels of employee job satisfaction, 
organizational commitment, and organizational citizenship behavior. 
 
As an extension of their behavior, ethical leaders make decisions based on value-based 
frameworks. They attempt to incorporate fairness and objectivity into their decision-
making as well as consideration for the broader community. The moral person is a 
compilation of traits, behaviors, and decisions, which together, represent the leader’s 
reputation for principled leadership. These characteristics are important in establishing a 
trusting relationship with followers. Employees who perceive their leaders as trustworthy 
exhibit increased levels of pro-social attitudes and behaviors (Den Hartog & De Hoogh, 
2009). This pro-social conduct may be exhibited in greater employee work-related 
attitudes and actions such as citizenship behavior, organizational commitment, and job 
satisfaction. 
 
The moral person is central to ethical leadership. Ethical leadership, however, depends 
on more than the identification of a moral leader. It depends on the leader’s actions. 
Trevino et al. (2000) refer to the moral person as the ethical part of ethical leadership 
and the moral manager as the second “pillar” of ethical leadership. 
 
Moral Manager 
 
Actions by leaders serve to emphasize behaviors that are acceptable and appropriate 
within the organization. Leaders’ conduct is visible to employees and reinforces their 
reputation and support of ethical values. It is another avenue by which organizational 
members can determine what is important within an organization. A leader’s behavior 
must, therefore, be in sync with communicated ethical standards. Because these 
standards include honesty, integrity, and concern for others, the consistency with which 
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they are followed allows employees to create trusting and stable perceptions of their 
leader, behavior expectations, and work environment. Employees may subsequently feel 
more positively about their employer, leading to more optimistic and productive attitudes 
and behaviors (Brown & Trevino, 2006). Moral managers accentuate the importance of 
ethical behavior. They make values a part of organizational conversation. Ethics are 
spoken of often. Ethical leaders signal through consistent talk that ethics and values are 
vital to both the leader and the organization. "Ethical leaders are thought to be 
‘tenacious’, ‘steadfast’, and ‘uncompromising’ as they practice values-based 
management. These basic principles . . . don’t change in the wind or change from day to 
day, month to month, year to year" (Trevino, Brown, & Hartman, 2003, p. 18). As an 
extension of verbal communication, ethical leaders use rewards and discipline to 
telegraph preferred conduct. Reinforcement of values in meeting goals is crucial in 
directing followers’ behavior. It serves as a reminder that meeting performance goals 
and adhering to ethical standards are equally important (Trevino et al., 2003; Trevino et 
al., 2000).  
 
Social learning theory has been applied to ethical leadership as a means of explaining 
the primary method by which ethical leaders influence followers (Brown & Trevino, 2006; 
Brown et al., 2005; Mayer et al., 2009; Thomas, Schermerhorn Jr., & Dienhart, 2004). 
The premise of social learning theory maintains that people can learn both through direct 
experience and also through observation (Robbins & Judge, 2007). Influence is achieved 
through two aspects of social learning theory: attractive role modeling and positive 
reinforcement of behavior. Ethical leaders are particularly attractive because of their 
integrity and altruistic motivation. Because of their authority and status within 
organizations, they are also perceived as credible. Their power to affect behavior and 
control rewards enhances the effectiveness of the modeling process. Social learning 
theory is compatible with the work of scholars who have proposed over time that role 
modeling is an essential part of leadership and ethics (Avolio, Walumbwa, & Weber, 
2009; Bass, 1999; Brown et al., 2005; Kouzes & Posner, 2008).  
 
Reinforcement of the organizational culture can be accomplished when members watch 
what leaders pay attention to and measure (Schein, 2009). Reward systems are one 
method by which both of these are embedded within an organization’s daily life. Trevino 
et al. (2003) verified that, although perceived ethical leaders often functioned as 
consideration-oriented leaders, they also utilized transactional leadership skills. 
Transactional leadership resembles an economic transaction in which each party 
receives something of value as a result of the exchange. Transactional leaders can be 
influential because doing what the leader wants is in the best interest of the follower 
(Bass, 1999; Kuhnert & Lewis, 1987). They often use a combination of contingent 
rewards and negative reinforcement to influence followers.  
 
The combination of a positive role model and caring leader may lead to improved 
employee work-related attitudes and behaviors.  Ethical leadership has the potential to 
affect job-related behavior and performance (Dadhich & Bhal, 2008). Empirical testing on 
the connection between ethical leadership and employee attitudes and behaviors is a 
fairly new but growing field (Mayer et al., 2009; Rubin, Dierdorff, & Brown, 2010; Trevino 
et al., 2003). This research project tested for differences in the outlooks and conduct of 
employee groups led by leaders possessing variations in ethical attitudes and behaviors. 
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Hypotheses 
 
Ethical leaders encourage both ethical and job related performance (Brown & Mitchell, 
2010). This study sought to address the question: Does perceived ethical leadership 
promote employee job satisfaction, organizational commitment, and organizational 
citizenship behavior? These three measures have been widely studied over time in 
relationship to other leadership models and serve as potential indicators of increased 
job performance (Herscovitch & Meyer, 2002; Judge, Thoresen, Bono, & Patton, 2001; 
Podsakoff, Whiting, Podsakoff, & Blume, 2009; Steyrer, Schiffinger, & Lang, 2008). 
Since the study of the ethical leadership model is in an early stage, it is prudent to select 
measures that are well tested.   
 
Job satisfaction has been associated with employee behavior, motivation, and increased 
employee productivity (Piccolo, Greenbaum, Den Hartog, & Folger, 2010; Saari & Judge, 
2004). Ethical leaders are concerned for others. They display trustworthiness and 
principled decision-making. It is therefore likely that ethical leadership may encourage 
increased employee job satisfaction (Brown & Trevino, 2006).  
 
 Hypothesis H01: Employees led by highly ethical leaders are equally satisfied with 
their jobs as those led by less ethical leaders.  
 
 Hypothesis Ha1: Employees led by highly ethical leaders are more satisfied with 
their jobs than those led by less ethical leaders. 
 
Employee organizational commitment is often used as a measure of follower behavior 
which directly influences employee work performance (Steyrer et al., 2008). Leaders who 
encourage participative decision-making, treat employees with consideration, are fair, and 
care for others, foster higher organizational commitment among employees (Cullen, 
Praveen Parboteeah, & Victor, 2003; Walumbwa & Lawler, 2003; Zhu et al., 2004). These 
characteristics are attributes of ethical leaders. Ethical leaders not only display moral traits 
such as honesty and integrity, but they reinforce ethical behavior in the accepted practices 
and policies of their organizations. It is plausible that this constancy of behavior and 
positive environment found in ethical leadership is consistent with increased employee 
organizational commitment. 
 
 Hypothesis H02: Employees led by highly ethical leaders are equally committed to 
their organizations as those led by less ethical leaders. 
 
 Hypothesis Ha2: Employees led by highly ethical leaders are more committed to 
their organizations than those led by less ethical leaders. 
 
Organizational citizenship behavior is a form of employee performance which exceeds task 
performance (Piccolo et al., 2010). It has been positively related to higher levels of 
employee performance (Podsakoff et al., 2009), making it an important employee 
behavior to measure. Ethical leaders establish and reinforce ethical standards. They guide 
the conduct and behavior of employees by making ethics a part of organizational life. 
Ethical leadership encourages positive behavior and discourages misconduct, theoretically 
supporting an environment that is conducive to organizational citizenship behavior (Avey et 
al., 2011). 
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 Hypothesis H03: Employees led by highly ethical leaders will engage in 
organizational citizenship behavior at equal levels as those who are led by less 
ethical leaders. 
 
 Hypothesis Ha3: Employees led by highly ethical leaders are more likely to engage 
in organizational citizenship behavior than those led by less ethical leaders.  
 
Method 
 
This research study employed a quantitative method using a cross-sectional survey 
design to assess the effect of ethical leadership on the job satisfaction, organizational 
commitment, and organizational citizenship behavior of employees. The independent 
variable, ethical leadership, was categorized into two groups: less ethical leaders and 
highly ethical leaders. The study sought to determine if differences existed between 
these two groups in relation to the dependent variables. A t-test was used to examine the 
data. The purpose of the research design was to ascertain if employees of ethical 
leaders were more satisfied with their jobs, were more committed to their organizations, 
and displayed higher levels of organizational citizenship behavior than employees of less 
ethical leaders.  
 
The population for this study consisted of adult employees. A non-probability, 
convenience sample was obtained from this population group and was based on 
availability and accessibility. The study surveyed employees who were also enrolled as 
master and undergraduate students in a private college and a state university in Oregon. 
A set of four survey instruments was chosen for data collection in this study.  
 
The questionnaires included the Ethical Leadership Scale (ELS) developed by Brown et 
al. (2005). The ELS is a 10-item questionnaire measuring perceived ethical leadership 
behavior. Participants were asked to rate their top management executive using a five-
point Likert scale (1 = Strongly Disagree, 5 = Strongly Agree). The survey instructions 
explained that organizations’ senior-most leaders may have a title of President, Chief 
Executive Officer, owner, or similar high-ranking designation within the management 
team.  
 
Items on the ELS included such statements as, “My organization’s top leader sets an 
example of how to do things the right way in terms of ethics,” and “My organization’s top 
leader disciplines employees who violate ethical standards” (Brown et al., 2005). 
Exploratory and confirmatory factor analysis for validity of the ELS were conducted by 
Brown et al. with a finding that a one-dimensional model using ethical leadership as the 
single factor fit the data well. Comparative Fit Index (CFI) was .98, validating its 
measurement of the ethical leadership construct. This outcome was confirmed in a study 
by Mayer et al. (2009) with results of x² = 1489, df = 169, and p < .001. Confirmatory 
factor analysis was also performed in this study with a result of CFI = .91. 
 
The Minnesota Satisfaction Questionnaire Short Form (Weiss, Dawis, England, & 
Lofquist, 1967) (MSQ) was used in this study to measure employee job satisfaction. The 
MSQ Short Form is a 20-item questionnaire using a 5-point Likert scale (1 = Not 
Satisfied, 5 = Extremely Satisfied). Using their job position as the point of reference, 
participants responded according to their satisfaction on survey items such as “The 
feeling of accomplishment I get from the job” and “The chance to do different things 
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from time to time.” The MSQ Short Form measuring job satisfaction required employee 
job titles in order to properly score the survey using the appropriate table by job 
classification. Study participants were asked to include their job titles as part of the 
questionnaire. For the purposes of this study, a score was obtained from the MSQ Short 
Form on general job satisfaction (which includes intrinsic and extrinsic factors), with 
higher scores reflecting greater satisfaction. The MSQ’s long and short form construct 
validity was substantiated using validation studies based on the Theory of Work 
Adjustment (Ghazzawi, 2010; Weiss et al., 1967). The instrument’s validity was found to 
perform according to the supporting theory. Concurrent validity was established by 
studying group differences which were statistically significant at p < .001. Reliability was 
established using Hoyt’s coefficient of reliability. Median reliability coefficients of the 
tested groups using the MSQ Short Form resulted in .86 for intrinsic satisfaction, .80 for 
extrinsic satisfaction, and .90 for general satisfaction (Weiss et al., 1967).  
 
The Organizational Commitment Questionnaire (OCQ) developed by Mowday et al.  
(1982) was used to measure employee organizational commitment. The instrument 
contains 15 questions employing a 7-point Likert scale, ranging from strongly disagree to 
strongly agree. The results were totaled and divided by 15 to obtain a numeric indicator 
of employee commitment. Original testing of the OCQ instrument occurred in both public 
and private organizations. Internal consistency was calculated using an alpha coefficient, 
item analysis, and factor analysis. The alpha coefficient ranged from .82 to .93 with a 
median of .90 (Mowday et al., 1982). Item analysis demonstrated positive correlation 
between individual items and the total OCQ score with a median of .64. Factor analysis 
ranged from 83.2 to 92.6, supporting the conclusion that the items measured a common 
underlying construct. Convergent validity was confirmed after testing six varied samples, 
producing a median result of .70. 
 
To test the relationship between ethical leadership and organizational citizenship 
behavior, an instrument developed by Smith et al. (1983) was utilized. Using a 5-point 
Likert scale (1 = Strongly Disagree, 5 = Strongly Agree), the instrument measures 16 
items which participants will answer as self-reports. Items include statements such as, 
“Volunteers for things that are not required” and “Helps others who have heavy 
workloads” (1983). In the development of the instrument, results were consistent with 
the causal models. It has subsequently been used in a number of studies (Koh, Steers, & 
Terborg, 1995; Mayer et al., 2009; Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 
2008) demonstrating consistency and validity with p < .001 and a corresponding 
coefficient alpha reliability of .91 for altruism and .81 for generalized compliance (Smith 
et al., 1983). 
 
Data Analysis 
 
Completed data were recorded and processed using the software, Statistical Package for 
the Social Sciences (SPSS) (SPSS 16.0 brief guide, 2007). Total scores of the ELS, job 
satisfaction, organizational commitment, and organizational citizenship behavior surveys 
were calculated. To test the impact of participants’ personal characteristics on the 
outcome variables, these demographic elements were collected at the end of the study. 
These included gender, age, industry, and degree program. Questions addressing the 
length of time in the participant’s job, industry, and employment under the organization’s 
top executive, were also included at the end of the survey questionnaire. The time-
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related questions were incorporated to take into consideration the impact that 
experience with a profession, company, or leader might have on the study results. 
 
To test for differences in outcome variables among groups led by highly ethical and less 
ethical organizational leaders, scores obtained from the ELS questionnaire were divided 
into two groups based on the Likert scale scores: less ethical (< 3.00 score) and highly 
ethical (> 3.00 score). McCann and Holt (2009) employed a similar grouping in a study 
of ethical leadership in the manufacturing sector, although a different survey instrument 
was used, the Perceived Leader Integrity Scale. The participant Likert scale responses 
were totaled and divided into groups for analysis.   
 
To determine if there were significant differences among the low and high ethical 
leadership groups and the demographic variables, against each dependent variable, an 
independent samples t-test was performed. The goal was to determine if perceived 
ethical leadership fostered higher job satisfaction, organizational commitment, and 
organizational citizenship behavior among employees. Findings were considered 
significant at p < .05. The assumption of equal population variances was tested using 
the Levene test which was considered significant at p < .05. 
 
The variables of interest -- ethical leadership, job satisfaction, organizational 
commitment, and organizational citizenship behavior -- all appeared to present a 
unimodal shape and normal distribution with slight, or very slight, left skewing. The 
respective measures of skewness for the variables of interest were -.590, -.604, -.415, 
and -.574. This reflects the tendency for the scores to cluster toward the upper end of 
the scale. If the skewness is not substantial then the distribution can be considered to 
be approximately normal (Price, 2000).This interpretation was confirmed by comparing 
the mean and median values of each variable and by representing the data in histogram 
graphs. 
 
Table 1: Descriptive Statistics for Independent and Dependent Variables 
 
Variable 
 
M 
 
SD 
Ethical Leadership 3.5765 0.8690 
Job Satisfaction 3.7361 0.6649 
Organizational Commitment 4.7939 1.2448 
Organizational Citizenship 
Behavior 
4.1423 0.4191 
 
Before testing each hypothesis, further investigation of the data was performed. A 
Pearson's Coefficient of Correlation test was conducted to determine if an association 
existed among the various variables, including the demographic variables. This process 
offered further insight regarding the data. Ethical leadership demonstrated a positive 
and moderate correlation with job satisfaction, r(199) = .59, p < .001, and 
organizational commitment, r(200) = .62, p < .001. These findings indicated support for 
Hypothesis Ha1 and Hypothesis Ha2 that employees led by highly ethical leaders exhibit 
greater job satisfaction and organizational commitment.  Ethical leadership was positively, 
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but weakly, correlated with organizational citizenship behavior, r(199) = .18, p < .001. A 
negative, weak relationship between years in the job or profession and job satisfaction 
was also demonstrated, r(199) = -.16, p < .05, as well as between years in the job or 
profession and organizational commitment,  r(199) = -.16, p < .05. Ethical leadership 
demonstrated a positive but weak correlation to age, r(199) = .17, p < .05. The 
correlation values suggest support for rejecting all three null hypotheses in the study and 
supporting the alternative hypotheses. Ethical leadership was positively associated with 
each dependent variable, although to differing degrees.  
Table 2: Correlation Testing 
 
Variable EL JS OC OCB Gender Age Industry Yrs 
Org 
Yrs 
Job 
Yrs Ex Degree 
 1 2 3 4 5 6 7 8 9 10 11 
EL - .592** .621** .178** .058  -.159* -.036 -.051 -.133 -.065 -.042 
JS  - .735** .322** -.024 -.088 -.055 -.007  -.158* .023 -.086 
OC   - .240** .040 -.057 -.023 -.029  -.157* .011 -.107 
OCB    - .070 -.020 .101 -.029 -.021 .032 -.104 
Gender     - .011  -.169* -.065 .128 -.021 .051 
Age      - -.030 .385** .404** .178* .008 
Industry       - .015 .053 .079 -.016 
Yrs Org        - .382** .639** -.057 
Yrs Job         - .330** .031 
Yrs Ex          - -.044 
Degree                     - 
 
*p < .05. **p < .01 
 
In order to test the hypotheses, the independent variable was divided into two groups 
based on low and high perceived ethical leadership. Survey scores of < 3.00 were 
categorized as low and scores of > 3.00 as high. The two independent groups of ethical 
leadership scores resulted in groups of 58 (low ethical leadership) and 153 (high ethical 
leadership).  A t-test was performed to compare the means between the two groups. The 
t-test requires normally distributed group populations and the assumption that variances 
between the two groups are equal (Newton & Rudestam, 1999). In comparing ethical 
leadership with each of the three dependent variables, none of the Levene's statistics 
were found to be significant, indicating that the assumption of homogeneity of variance 
can be made. Levene's statistics for job satisfaction, organizational commitment, and 
organizational citizenship behavior were 0.405, 0.618, and 0.631 respectively, p < .05. 
 
Hypothesis H01 posited that employees led by highly ethical leaders are equally satisfied 
with their jobs as those led by less ethical leaders. Employees in the group of highly 
ethical leaders (M = 3.96, SD = .54) reported a higher job satisfaction than did the 
participants with less ethical leaders (M = 3.16, SD = .61), t(209) = -9.26, p = .001 (two-
tailed). Therefore, the null hypothesis was rejected and Hypothesis Ha1 was supported. 
The data suggest that employee job satisfaction is greater when employees are led by 
highly ethical leaders.  
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The second null hypothesis, which stated that employees led by less ethical leaders would 
have an equal level of organizational commitment as those led by highly ethical leaders, 
was also rejected. The Likert scale for the organizational commitment questionnaire 
ranged from one to seven. Employees led by highly ethical leaders recorded a higher score 
on organizational commitment (M = 5.20, SD = 1.03), t(210) = -9.13, p = .001 (two-tailed)  
than employees led by less ethical leaders (M = 3.72, SD = 1.14). The second alternative 
hypothesis was, therefore, supported. The data suggest that organizational commitment 
is greater when highly ethical leaders lead employees.  
 
The third null hypothesis which stated that employees led by highly ethical leaders will 
engage in organizational citizenship behavior at equal levels as those who are led by less 
ethical leaders, was supported. Differences between groups were not significant at p < 
.05, resulting in a failure to reject the null hypothesis. Organizational citizenship behavior 
among employees did not differ in relationship to high or low ethical leadership.  
 
This study was conducted to examine the differences between low and high levels of 
ethical leadership on employee job satisfaction, organizational commitment, and 
organizational citizenship behavior. Based on the degree of ethical leadership among top 
executives, results not only demonstrated significant differences in employee job 
satisfaction and organizational commitment, but also found that employees led by highly 
ethical leaders were more satisfied and committed to their organizations than those led 
by less ethical leaders. Contrary to expectations, organizational citizenship behavior did 
not demonstrate significant differences based on the perceived ethical leadership of top 
executives. Studies previously performed using similar normative leadership theories -- 
transformational, servant, and authentic leadership -- demonstrated positive and 
significant associations with organizational citizenship behavior among employees, 
suggesting support for a positive relationship between ethical leadership and OCB 
(Jaramillo et al., 2009; Koh et al., 1995; Walumbwa et al., 2008; Walumbwa et al., 
2010). However, these findings were not replicated in this project.   
 
Discussion 
 
The study contributes valuable insight into the practical application of ethical leadership 
theory in the workplace. Early research on ethical leadership concentrated on defining 
the theoretical model and describing ethical leaders (Brown & Mitchell, 2010). More 
recently, study of this leadership model has moved forward into the empirical phase of 
discerning whether or not a relationship exists between ethical leadership and employee 
performance. These studies (Avey et al., 2011; Khuntia & Suar, 2004; Mayer et al., 
2009; Piccolo et al., 2010; Toor & Ofori, 2009; Walumbwa & Schaubroeck, 2009) have 
found significant associations between ethical leadership and measures of employee 
and organizational outcomes (Brown & Mitchell, 2010). This study offers further insights 
for the practitioner by testing to see if followers of ethical leaders have positive employee 
job satisfaction, organizational commitment, and organizational citizenship behavior — 
all precursors to employee performance.  
 
The findings from this study support the theoretical notion that ethical leadership does 
make a difference in employee job satisfaction and organizational commitment. There is 
still much to learn, however, about ethical leadership in organizations. Conducting 
longitudinal research would take into consideration the impact of change both within the 
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organization and the external environment. This could shed light on the long-term effect 
that ethical leaders may have on their organizations. Building and studying predictive 
models is also essential to the next phase of ethical leadership research.  
 
It would be helpful for future researchers to conduct similar testing with some 
modifications, such as other-rating rather than self-rating instruments. Additionally, an 
extended population sample that is not restricted to higher education participants or one 
geographic area is recommended for future studies. Further research is needed to clarify 
study findings on ethical leadership and organizational citizenship behavior. This study 
did not find a significant difference in groups led by highly ethical and less ethical 
leaders. However, in previous studies, significant correlations were established between 
ethical leaders and positive organizational citizenship behavior among followers (Avey et 
al., 2011; Toor & Ofori, 2009; Walumbwa et al., 2008). 
 
The macroeconomic environment in which this study took place is a variable that was 
not measured. The location of the study was the Portland, Oregon metropolitan area 
which, like much of the rest of the country, has been in a severe economic slowdown for 
three years ("Executive summary: Oregon economic forecast," 2011). Participants who 
reported low job satisfaction and organizational commitment might very well change jobs 
in a better economy. Since unemployment is high in Oregon, they may not be able to do 
so. However, if they have innate, strong citizenship behaviors, they may still display those 
to some degree while they wait for the opportunity to change organizations. This could 
account for a disconnect between the data results on OCB and the data results on job 
satisfaction and organizational commitment. Employees may also fear that they could be 
subject to future reductions in the workforce. This could prompt them to display greater 
organizational citizenship behaviors than would be their normal tendency in an effort to 
avoid such action. Future researchers should consider replicating the study in a more 
robust economic environment. It is certainly possible that employees’ gratitude in having 
a job may influence their attitude toward their work and their organizations.  
 
In pursuing additional research on ethical leadership, it will also be valuable to look at 
intervening variables. Culture might be one such variable.  The relationship between 
ethical leadership and job satisfaction and organizational commitment may be stronger 
in highly ethical organizational cultures (Neubert et al., 2009).   
 
The success of a leader in achieving the organization's goals is often measured in terms 
of objective organizational outcomes. Specifically, these are frequently in the form of 
financial measures including return on investment, return on assets, profit, growth, and 
increased sales. As research on the effectiveness of ethical leadership continues, it will 
be useful to include these outcomes as well as those at the employee level. Gelade and 
Young (2005) were able to demonstrate that positive employee attitudes were 
associated with increased customer satisfaction and sales, further strengthening the 
importance of extending the study of ethical leadership from employees' attitudes and 
behaviors to organizational objective outcomes. 
  
Conclusion 
 
The ethical leader, as a moral person and a moral manager, has the ability to affect 
followers' attitudes and behaviors. Ethical leaders can, through the impact of leader 
influence and relationships with followers, foster positive employee attitudes and 
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behaviors. These, in turn, are potential indicators of employee performance (Tanner et 
al., 2010). This study found differences in two such indicators, employee satisfaction 
and organizational commitment, supporting the premise that ethical leadership leads to 
positive employee attitudes and behaviors.  
 
Given today's complex and dynamic competitive environment, there is an increased 
emphasis on leadership in organizations and a need to develop leaders who can inspire 
followers to perform at high levels. It is the combined efforts of many followers that 
support these leaders in their pursuit of organizational goals and objectives. Ethics is an 
important aspect of this process. “Ethical leadership pays dividends in employee pride, 
commitment, and loyalty” (Trevino et al., 2000, p. 142). Ethical leaders can improve 
follower and organizational performance. “If the leadership of the company reflects 
[ethical] values . . . people will want to work for that company and will want to do well" 
(Trevino et al., 2000, p. 136). In addition to increased employee performance, ethical 
leadership can help attract and retain talented people. 
 
Ethics does not need to come at the expense of effectiveness. Ethical leadership theory 
supports the premise that ethics and performance are compatible concepts. Ethical 
leaders actively encourage both the achievement of work-related goals and adherence to 
ethical standards (Brown & Trevino, 2006). This study demonstrated that ethical 
leadership promotes positive employee attitudes and behaviors, specifically job 
satisfaction and organizational commitment 
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The System Has a 
Hole In It:  
 
Why Leaders Don’t 
Follow Their Heroes’ 
Examples 
________ 
 
JOHN RENESCH 
 
 
For decades now, I have been 
hearing complaints about the 
time and money “wasted” on 
leadership development in 
corporations and organizations of 
all types. Estimates as high as 
tens of billions of dollars are 
spent in the U.S. alone, trying to 
make better leaders out of 
managers. This seems ridiculous 
when the vast majority of 
executives approving these 
expenditures seem to agree that 
it is not money well-spent. And 
how about all the time wasted by 
executives sitting through yet 
another training program 
delivering the “flavor of the 
month” in leadership curriculum? 
 
Curious about why corporations 
continue to throw money away in 
this way, I started examining this 
situation from a system 
perspective. I learned many years 
ago that when good people keep 
Clockwise (l-r): Mother Teresa, Mahatma Gandhi, Rosa Parks, 
Nelson Mandela, the Dalai Lama, Malala Yousafzai, Aung San Suu 
Kyi,  Martin Luther King, Jr., Winston Churchill 
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trying to fix a problem and it doesn’t go away, it is usually a “systems problem” — not a 
“people problem.”  
 
Several years ago, I was approached by David Kyle to coach him and his associate Gary 
Heil who wanted to write a book based on an international study they had conducted of 
organizational leaders. The aim of their study was to explore the “aspiration gap” – the 
delta between what leaders aspired to be as compared to how they were actually 
performing.  
 
Naturally, my interest was piqued given my already-aroused curiosity about all the 
wasted efforts in the field of leadership development. After crafting several drafts, the 
project was cancelled. Recently, I contacted Kyle to see what had come of the book and 
discovered it was never published. Kyle sent me what they had written to date. With his 
permission, the following excerpt from their unpublished manuscript1 is replicated: 
 
The data says employees don’t feel engaged.  The only characteristic through the 
ages that all great leaders have in common is inspired followers. We can see from 
the research today that there are far less inspired followers than what there needs to 
be.  This becomes really problematic in a world where change is everything and 
leaders are focused on the future.  If you, as a leader, are not engaged in a way that 
you're willing to start to move the organization toward the future, and what you focus 
on is a job instead of a cause, you will have a problem engaging people in the work.  
So, we wanted to find out why is it that leaders aren't creating inspired followers?  
Why is it that, for all the talk about intrinsically motivating environments, we're not 
doing it very often in our organizations?   
 
They started with a simple request: “Give us a list of leaders, living or dead, that you 
most admire.” A list was produced and, of course, almost 80% of these leaders they’d 
never met before. That list included leaders from Winston Churchill to Martin Luther King 
to Mother Theresa.   
 
The interesting insight we had after interviewing over 400 leaders on three 
continents is how they described great leaders. Their descriptions were all about 
traits of the leader and the personal characteristics of the leader. Over and over 
again in interviews, regardless of what name they put at the top of the paper, similar 
characteristics of leadership would be cited….So the fact that these people thought 
these leadership traits created that engagement was not as interesting as when we 
asked the next question which was, “How often are you like this?  How often do you 
live consistently with these traits that you admire?”   
 
They found that admiring a trait is very different from putting it into practice. Their 
interviewees admired certain traits but, most admitted freely, there was a pretty 
substantial gap between what they admired and the way they acted on a daily basis.  
                                                        
1 David Kyle and Gary Heil’s unpublished manuscript is titled “Awaken Your Leadership: To Create Organizational 
Environments that Motivate You and Your Employees for Purpose and Success.” David Kyle has worked in a variety 
of organizational settings and positions as a manager, director, and executive. His consulting is focused primarily in 
executive development and coaching of CEOs. Gary Heil is an author, director, lawyer, and founder of the Center for 
Innovative Leadership.  He advises companies and management teams (both public and private sector) on 
leadership, innovation and change.   
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Most thought they rarely lived or acted consistently with the traits they admired in their 
heroes.   
 
So we asked them, “Why the gap? What inhibits you from living these traits?” This 
was the point where they started giving reasons for not living out these traits they 
admired. We originally thought their answers were excuses. They said things like; 
"You don't understand the people we have working for us.”  “How do you ever know 
that'll make money?”  “If you do that, you might not get the same results as quickly.”  
“My boss won't let me do it; he won't support that.”  “The organization would never 
support that radical a change in the way we lead.” “The processes were set up in a 
different way.”   
 
In almost all of their interviews, it became apparent that the managers always had an 
external reason for not living up to their own standards of leadership. Kyle and Heil 
reported that: “We don’t recall one person in an interview who ever said, ‘You know I just 
don't have the nerve to do it.’ ‘I just don't have the courage to lead that way.’ ‘You know, 
it's my fault, know I should do it, but I’m just not that kind of guy.’ They all had some 
external reason why they couldn't do it.” Reading this, I was reminded of a saying from 
the 1970s during the peak of the human potential movement: “You either have what you 
want or the reasons why 
you don’t.” 
 
Later in the interview, one question in particular produced some rather startling 
responses: “Although you say you don’t consistently live these leadership characteristics 
you admire, have there been times in your career that you’ve acted in accord with your 
leadership ideals?”  Many of the interviewees stated that in emergencies, situations 
where they had to act quickly and decisively, they would act very differently, “Because 
you act before you think,” as one person put it. The authors elaborate on this surprise 
finding:  
 
What our interviewees told us was: “You lead by involving everybody because you 
need their ideas or you could die or fail quickly. In emergencies, you're not so 
narcissistic about your own political well-being because the whole time, the 
obviousness of success or failure affects you all the more quickly… so I had to be 
more goal-oriented.”  
 
They told us that they included more ideas from everyone.  They listened to the ideas 
of others more closely because they needed them and knew they needed them 
because failure was so close.  They also trusted their gut more because they weren't 
thinking so much about how to do it or how they'd be perceived because success or 
failure was their goal for the team, not so much their own personal gain. The 
interesting observation our interviewees described was when the emergency went 
away, their behavior went back to their normal pattern of leadership. They 
discovered in the emergency they could lead closer to their aspirations. They could 
live what they admire.   
 
Kyle and Heil concluded from all this that in non-emergency settings, people are 
motivated to avoid conflict and confrontation. What they concluded is that the corporate 
“environment” (or what I would call “culture”) needs to allow for people to lead the way 
their heroes lead.  
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I would call this a systems problem, where the corporate culture – the philosophy, 
values, practices, and traditions of the organization – fails to allow and support 
courageous action and innovation in its people. Most organizational cultures, left to 
shape themselves, tend to become dysfunctional, stifling any behavior that contradicts 
the status quo.  
 
A conscious culture must be intentionally created by the organization’s leaders and 
adopted by everyone. This makes for a more conscious company, a more functional 
enterprise, and a more enlivened organization.   
 
 
 
  
About the Author 
 
John Renesch is a San Francisco-based businessman-turned-futurist. He’s an 
international keynote speaker and has published 14 books and hundreds of articles on 
leadership and organizational and social transformation. He’s received much praise as a 
business/social seer: Warren Bennis, best-selling American author of leadership books 
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School of Business’s Michael Ray calls him “a beacon lighting the way to a new 
paradigm.” His latest book is The Great Growing Up; Being Responsible for Humanity’s 
Future.  
 
For more information about Renesch, visit www.Renesch.com.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
41 
L
E
A
D
E
R
S
H
IP
 
 
 
A Series on Values-Based Business and Stakeholders Management: Case 
Studies and Interviews 
 
Stakeholders Management in the 
Indian Construction Industry: 
Insights into the Approach at 
Larsen & Toubro’s Construction 
Division  
 
●●●●●●● 
 
DR. SHASHANK SHAH 
SRI SATHYA SAI INSTITUTE OF HIGHER LEARNING 
        ANDHRA PRADESH, INDIA 
 
 
Larsen & Toubro Ltd.: Company Introduction 
 
Larsen & Toubro (L&T) is a 7billion technology, engineering, construction, and 
manufacturing company and is one of the largest and most highly respected companies 
in India’s private sector. Headquartered in Mumbai, the Company operates primarily in 
India but its operations extend across the globe. It markets plant equipment in over 30 
countries, has manufacturing facilities in India, China, and the Gulf, and a supply chain 
that extends to 5 continents. Within India, L&T is said to have a presence in almost every 
district through a nationwide network of distributors of its products. L&T operates 
through multiple divisions including Engineering & Construction Projects, Construction, 
Heavy Engineering, Electrical & Electronics, IT & Technology Services, Machinery & 
Industrial Products, and Financial Services. Across the divisions, 12 distinct operating 
companies have been carved out under the L&T umbrella, each housing a separate 
strategic business unit. The 2015 strategic vision of the Company is: “To make L&T a Rs. 
75,000-crore Company.”   
 
L&T has a distinguished record of achievements, including the world’s largest coal 
gasifier made in India and exported to China — India’s first indigenous hydrocracker 
reactor and the world’s largest Continuous Catalyst Regeneration reactor. Among the 
most recent success stories of L&T is its association with India’s first nuclear submarine, 
Arihant, inaugurated by Prime Minister Manmohan Singh at Vishakhapatnam in July 
2009. The Company is also known to be an organisation that has contributed 
significantly to nation-building.  
 
In spite of having a diversified expertise, the revenues of the Company are highly 
concentrated. For financial year 2008, the Engineering & Construction Division 
accounted for approximately 69.3% of the Company’s total revenues and 75.2% of the 
total income. Of these, the Construction Division (ECC) has been the largest contributor 
to the top line growth of the Company.  
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Construction Division 
 
The Engineering Construction & Contracts Division (ECC) of L&T is India’s largest 
construction organisation. The construction industry in India had been considered to be 
India's second largest employer, employing approximately 33 million people. It figures 
among the top 225 contractors in the world and ranks 47th among global contractors 
(revenues outside home country) and 72nd among international contractors (revenues 
from home as well as outside country). Many of the country’s prized landmarks have 
been built by ECC. ECC capabilities cover all disciplines of construction – civil, 
mechanical, electrical, and instrumentation. It is also equipped with the requisite 
expertise and wide-ranging experience to undertake Engineering Procurement & 
Construction Jobs with single-source capability. 
Introduction to the Interviewee 
 
Dr. A. Ramakrishna (1939-2013) 
 
Dr. Anumolu Ramakrishna was the Deputy Managing Director of 
Larsen & Toubro Ltd. until December 2004. After obtaining his 
Bachelor’s in Civil Engineering and M.Sc. in Structural 
Engineering, he started his career in 1962 with Engineering 
Construction Corporation (ECC) Limited, then a wholly-owned 
subsidiary of Larsen & Toubro Limited. ECC was subsequently 
amalgamated with the parent company and is widely known as 
the Engineering Construction and Contracts Division of Larsen & 
Toubro Ltd. In 1966, he was sponsored by the Government of India for training in 
Structural Engineering in the former German Democratic Republic. His specialized 
knowledge in structural engineering – precast and pre-stressed concrete ‒  as well as his 
industrialized methods of construction   have been recognized by Andhra University by 
conferring upon him an Honorary Degree of Doctorate of Science in 1997. 
 
Dr. Ramakrishna headed the ECC Division and was inducted into the Board of Directors 
of L&T in 1992. He was elevated to the position of Deputy Managing Director in March 
2000. Under his leadership, revenues of L&T-ECC Division have grown manifold – from 
Rs. 4,500 million in 1992 (when he took charge from Mr. C. Ramakrishnan) to over Rs. 
35,000 million in 2002. Additionally, he was actively associated with many prestigious 
international and national bodies in the Engineering field including the American Society 
of Concrete Contractors, American Society of Civil Engineers, International Federation for 
Structural Concrete (fib), and Institution of Engineers (India). He played an important role 
in founding such industry associations as the Indian Concrete Institute and the 
Construction Federation of India. He was widely known to represent the industry 
viewpoint and is associated with many apex industry associations including the Indian 
Institutes of Technology, Structural Engineering Research Centre, National Institute of 
Construction Management & Research, and Anna University. 
 
Dr. Ramakrishna also served as the Vice-Chairman of Construction Industry 
Development Council — an autonomous institution established by the Government of 
India’s Planning Commission — to bring together diverse players in the construction 
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sector to a common platform. He was also the Vice-Chairman of National Academy of 
Construction, established by the Government of Andhra Pradesh, for providing training to 
workmen, contractors, and engineers. 
 
Dr. Ramakrishna is credited with introducing in India system formwork, which has 
improved concrete forms and raised productivity levels at construction sites. His 
pioneering role in application of pre-cast, pre-stressed, and tunnel form techniques in 
system housing, construction of cooling towers for power plants, vaults for reactor 
buildings in nuclear power plants, silos for cement plants and fertilizer plants, industrial 
effluent treatment plants, factory buildings, warehouses, seaports, airports, sports 
stadium, and bridges has given the much needed technology dimension to Indian 
construction. This has helped the industry meet challenging timeframes, adherence to 
quality and costs, and actively contribute to overall economic progress. 
 
Dr. Ramakrishna initiated the expansion of L&T-ECC into overseas markets, especially in 
neighbouring countries, through formation of international joint ventures. In addition to 
securing large orders, this has helped speedy access to advanced technology and 
construction methods for possible application in India. He additionally played a 
pioneering role in the development of projects under the Public Private Partnership 
format. IT Parks, roads, bridges, exhibition grounds, seaports, and airports are developed 
or being developed in partnership with State and Central governments. Some of these 
projects have become landmarks setting high standards of quality, speed of 
construction, and economy and have contributed to overall economic growth. 
 
He won many prestigious awards for his outstanding contributions to society at large and 
more particularly to engineering technology. Several include:  Outstanding Concrete 
Technologist (1993, Indian Concrete Institute); Outstanding Contribution to Construction 
Industry (1993, Builders’ Association of India); Pre-stressed Concrete Design (1995, 
Institution of Engineers (India); Eminent Engineering Personality (1998, Indian 
Engineering Congress); Davidson Frame Award(1997, Project Management Associates); 
Outstanding Efforts in Business Ethics (2000, Rotary International); “For the Sake of 
Honour”’ Award (2001, Rotary Club, Chennai); and the Hassib Sabbagh Award for 
Engineering Construction Excellence (2007, World Federation of Engineering 
Organisations). 
 
In this interview, Dr. Ramakrishna expresses his opinions on the uniqueness of the 
Indian Construction Industry and the role played by Larsen & Toubro and the ECC 
Division (now re-christened as Larsen & Toubro Construction and considered to be in the 
top 100 construction companies in the world). He highlighted the evolution of the Larsen 
& Toubro and the ECC Division; the philosophy of the founding fathers of the company; 
the unique organisational culture; the importance of the many stakeholders in the 
construction industry, and the unique initiatives undertaken by L&T-ECC for stakeholder 
welfare. He also shared some noteworthy personal initiatives undertaken on behalf of 
the company as well as for the construction industry at large including the establishment 
of the National Academy for Construction (NAC) at Hyderabad. He also shared his 
experience of working with certain socio-spiritual organisations such as the Tirumala 
Tirupati Devasthanam and the Sri Sathya Sai Central Trust in Andhra Pradesh. The doyen 
of the contemporary construction industry, Dr. Ramkrishna’s vast experience emerges 
through the interview. His responses and viewpoints also revealed his personal 
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commitment to values, ethics, and principles in business and his in-depth understanding 
of the Indian construction industry.  
 
The Interview 
Q.  Please share your impressions about Larsen & Toubro and its evolution. 
Larsen & Toubro has chosen engineering and construction as its business. It is a very 
unusual company. It is not owned by a family though it was started by two Danes who 
came to India when their country was occupied by Germany. One of these two gentlemen 
was Mr. Holck Larsen, a chemical engineer who specialized in cement technology. The 
other was Mr. Toubro, who was a civil engineer. They were building cement plants. They 
represented a company called FL Smidth from Denmark. They came to India to erect a 
cement plant in Kerala and later in Sri Lanka. This was in 1938-39, when suddenly the 
Second World War started and thus they could not go back home as their country was 
occupied by the enemies. So they decided to stay on and with what little money they had, 
they joined with an Indian partner, Mr. Desai from Bombay, and started a partnership 
company in a small room with a table and a chair! They didn’t have much money to 
waste initially. One person would sit in the office to make accounts and make phone 
calls while the other person would go around getting business and for marketing 
purposes. That is the way they started. They explored what the country needed at that 
time of war. They realised that people needed some sheds for the purpose of staying and 
also a runway in Santacruz in Bombay for planes to land. So such work was initially 
undertaken. The country needed a lot of European goods to survive and so they became 
agents for European goods to serve India. They knew what India needed and how to 
market it here and that’s how their business started. As they moved forward, they 
realised that India is going to become independent. They felt that if they stayed back in 
India, they would get a lot of business in independent India. So they stayed back and 
their partnership company became a private limited company with some more 
shareholders joining. In those days, there used to be a practice called “Management 
Agency,” so they became management agents. They felt that their company should 
maintain proper books of accounts, be profitable and transparent, and also serve India 
— mainly Bombay. In 1948, their company became a listed company and a limited 
company.  
 
But before that in 1944, it became a construction company. Then the promoters felt that 
since construction is a risky business with unsteady profits and losses, this should not 
affect the parent company. So, Mr. Larsen and Mr. Toubro decided that construction 
business should be run by a subsidiary company which is 100% held by L&T. The 
principle of this company was to take risk and manage risk, and in any eventuality, not 
affect the main business. But it so happened that due to God’s will and the Company’s 
luck, ECC started growing very fast. In fact, in 1944, ECC – Engineering Construction 
Corporation became a public ltd. company even before L&T. The idea was that ECC will 
do construction for Indian industry like building cement plants, steel plants, power 
plants, fertilizer plants, etc. That was the main business and not building houses. Such 
projects required some technology, were supposed to be a profitable business and had 
some linkage with imported equipment. Thus, L&T wanted to build the factories for 
facilitating the manufacturing of these important goods. The promoters  like their 
 
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
45 
L
E
A
D
E
R
S
H
IP
 
counterparts in Europe and other parts of the world  could manufacture the products in 
these factories and sell them.  
 
To cut the long story short, the Company built a cement plant in Tadipatri. That time, Mr. 
N.T. Rama Rao was the Chief Minister of Andhra Pradesh. The location was chosen after 
many considerations of availability of limestone, water, etc. It was very difficult to build 
the factory in this location because it was a hilly area. We chose the top of the hill to 
build the plant. There are many advantages to this – when the cement is manufactured, 
the cement bags would go down on a conveyor belt without much power due to gravity. 
All the products would then go into the railway siding or lorry siding and could then be 
dispatched. When it was inaugurated, Mr. Chandra Babu Naidu was the Chief Minister. 
He invited Mr. Holck Larsen, the Chairman of the company, in the public meeting and 
said,  
See this gentleman – Mr. Larsen, he is the founder of the company. But he has only 1% of 
the share of the company. He has developed this company which has many shareholders. 
For the past 50+ years, every shareholder is getting dividend(s) every year more than the 
previous year. See his principles. When we Indians have businesses, the family people want 
to keep control for more than 50% of the shareholding so that everything comes to them. 
This company is managed by professionals. No sons or daughters are allowed to be taken as 
management people. They are recruiting people from all over India based on the job 
requirements. The interviews are being done even by Mr. Larsen and Mr. Toubro. The best of 
talent is collected irrespective of caste, creed, language, religion, etc. They even send people 
abroad. 
 
I also got recruited through such a process, but I got [a] government scholarship and 
went to Germany. L&T encouraged me and told me to go on study leave and again come 
back and work for them. So they not only recruited the right way, but even trained the 
right way and they enlarged their vision by sending the people for international exposure 
so that the individuals can have a broader outlook and see what business opportunities 
are available in India and apply the knowledge learned from outside to tap these 
opportunities so that business will develop, the country will benefit, and the company will 
also benefit.  
 
Q.  In your opinion, what is the purpose of business? 
 
The purpose of business is to serve the country and its people, and at the same time see 
that all the stakeholders are happy.  
 
 
 
 
Larsen & 
Toubro 
Construction 
headquarters 
at Chennai, 
India 
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Q. Can you describe the growth of Larsen & Toubro – ECC during your years 
at the Company? 
 
What we do in the beginning of any business is the vision of the company. Mr. Larsen 
and Mr. Toubro had one vision. Whenever more businesses were added and whenever 
newer leaders took over from them – Mr. Desai, Mr. Rao  they all sat together with the 
senior members in the management, discussed what should be done for the country 
based on the state of the economy. They would analyse the company’s SWOT (Strength, 
Weakness, Opportunity, and Threat) and for the next five years would decide the 
perspective plan and a strategy plan. Then with that strategy plan, they would make 
business plans and a road map so that the right decisions are taken for conveying to the 
management that this is the type of business we should do.  
 
One of the concepts is that if you are doing too many types of businesses, then you will 
lose focus. So you must have a focus. Our focus is engineering and construction. Then 
we realised that India needs infrastructure, housing, defense, and nuclear power. We 
constantly revised our strategic plans to suit the national five-year plans and what the 
country’s leadership is telling. Then we expanded our vision not just to include India only, 
but also the neighbourhood. So we went on expanding international business and went 
to [the] Middle East, Sri Lanka, Bangladesh, Nepal; all countries except Pakistan in this 
subcontinent. We also went overseas to Russia, Uzbekistan, Kazakhstan, and Central 
Asia. Then we went to Southeast Asia – Malaysia, Singapore, Thailand, Indonesia, etc. 
What we really concentrated on are the Indian Ocean rim countries. We kept in mind to 
help satisfy the respective country’s national plans and needs and at the same time 
ensure profits for our own company. We even contribute to international relationship-
building and that has helped us when we go to Ghana and some other African countries. 
These countries wanted us to come and contribute to their development. They were of 
the opinion that we were better suited to their requirements than some of the western 
countries. We did some work in Kenya, Tanzania, and other middle-eastern countries. 
L&T Oman is a very successful company. Through God’s blessings, I have been involved 
in starting companies in all these countries. All of them have been successful. 
 
Q. The stakeholders’ approach to business is gaining increasing popularity in 
recent times, in different parts of the globe. What are your views on this?  
 
One way of looking at a business is that you are doing your business and getting returns 
in terms of ROCE (Return on Capital Employed) and for your own staff welfare. But you 
are in a society and unless you look at the outside world, and see that you are also a part 
of the whole, you will not get the best results. You will get a moderate performance in 
such cases. What is excellence? There are similar organisations in the corporate world 
and if you are just like others, you will not get a superior performance. So a stakeholder 
focus helps in this because it helps people get a certain amount of satisfaction that your 
organisation is so helpful to the people around you. The response to this could be in the 
form of continuous support for you and for your success from your stakeholders. So, this 
is an absolutely essential orientation for success. Success doesn’t only mean results in 
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financial terms. It also means all-round happiness, satisfaction of country’s 
requirements, and happiness of the people around you. Your company cannot be called 
successful if the people around you are cursing you and your organisation. Unless this 
all- round approach is there, you will not be successful and even if you become 
successful, that success will not be durable. If you want the organisation to succeed 
generation after generation, the stakeholder focus helps because the stakeholder 
requirements are also changing and you have to change your strategies for that. In a 
construction company, you have to take care of and deal with so many outsiders who are 
your stakeholders. Your success is not complete unless all of them are satisfied. So 
though customer satisfaction is primary, the satisfaction of the other stakeholders is 
equally important. 
  
Q. What would be the organisation culture of an organisation with a 
stakeholder-focused approach?  
 
Communication and interpersonal relationships and other qualities of openness, trust, 
cooperation, and collaboration are all very important in a company. You are dealing with 
people. This is also called in-Management Science [more commonly referred to] as 
OCTAPACE Culture. “OCTA” is for the individual: O – Openness, C – Confrontation, T – 
Trust, A – Authenticity. These are all personal qualities. Confrontation is on the issue; you 
are not confronting the person. When you have such an approach, where you say 
something and you believe in it, then that way of behaviour will help you in business.  
 
“PACE” relates to Group: P – Proactivity, A – Association, C – Collaboration, E – 
Experimentation. So “PACE” means you must work together in a group. You must be 
extending your support. You must work together. You must have good communication, 
interpersonal skills, etc. These would be the values and characteristics of a stakeholder- 
focused company. OCTAPACE Culture will bring in a collaborative and trustful 
environment which will get the proper response from the other people you are interacting 
with. These are basic attributes for whomever you deal with.  
 
Q.  What are the organisation development-related initiatives at ECC? 
 
At ECC, we have emphasised on organisation development and had such a programme 
continuing for more than 20 years. Once in four months, the teams are subject to 
discussion on beyond-the-business-type issues such as personal development, 
organisation development, behaviour pattern, improvement in behavioural aspects, 
inter-personal communication skills, motivation, collaboration and cooperation, 
understanding personality traits of other people and use of those skills in transaction 
management. We used to have lectures by specialist Psychology professors on how to 
motivate people with different behavioural patterns – authoritative, meek, extrovert, 
introvert, etc.  One of the principles of all this is that if you are working towards a super 
ordinate goal, all the other things will fall into place and you will not have non-functional 
and destructive traits like selfishness. Such tendencies would go if you are always 
looking towards a super ordinate goal. A super ordinate, goal-based behaviour in an 
OCTAPACE culture will always lead to success.  
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Q. Given the stakeholder-focused culture in an organisation, certain 
processes are necessary to facilitate the actual implementation of this culture. 
What is ECC doing in this regard? Can you share your employee-related 
initiatives? 
 
Employees can be satisfied if they have a proper salary, they are able to lead a good life, 
they continuously learn and they equip themselves in such a way that they are beneficial 
to the growth of the company and can serve the needs of the nation. Employees are 
happy to do what they are good at. We give them a role that is satisfying for their 
intellect. So, in my opinion, job satisfaction is more important than salary and money. 
Family life is also very important. In our construction business, the employees need to 
travel a lot. So we ensure that the family is kept at the regional headquarters and the 
employees can go to the site and come back during the weekends and spend time with 
the family. Thus we have thought about their conditions.  
 
A lot of people are working for us. We don’t employ all the people ourselves. We have 
about 30,000 employees directly at ECC. But the construction workers are not directly 
employed by us. They are employed through piece-rate sub-contractors. So we look after 
them indirectly because the labour laws of the country are such that if you take 
workmen, then you can’t retrench them. In such a scenario, it can become a liability for 
the company as one does not know in the construction business when a contract comes 
and when it goes. So we found a via media solution. We encourage sub-contractors. 
Their business is to provide labour. They work for us, for some other contractor or even 
directly. The idea is that they have continuous employment and we also try to give them 
continuous employment. So we have to take care of the workers through the sub-
contractors. We also ensure that they get proper pay. There is the Minimum Wage 
Regulation. Most of the contractors don’t pay the minimum wage because the workers 
are willing to work at much cheaper wages. But we don’t exploit them. We abide by the 
law. We ensure that the sub-contractor should be able to make some money, the worker 
should be happy, and they should have safety. We have safety rules in such a way that 
we train them. We tell them how to produce more without exerting too much. So 
employee satisfaction is equally important. In fact, our Chairman, Mr. Larsen used to say, 
“In any business you can have land, money, equipment, and make buildings; but all this 
is nothing compared to your people. Unless your people are happy you cannot do 
anything.” In other words, employee satisfaction is primary. Only when they are 
motivated and willing to work, the company can run. Otherwise it doesn’t run even if you 
have all the money in the world. So we have given top importance to people 
development, training and HRD policies. We recruit Graduate Engineer Trainees (GET) 
and Graduate Management Trainees (GMT). We give them a couple of years’ training. We 
also send them to post-graduate programmes. We pay their fees. The idea is that we 
continuously train them and develop them for the better, give them better salaries, and 
keep changing policies according to the market requirements.  
 
Q. What are the customer-related processes at ECC? 
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In the construction business, we are building roads, dams, water supply schemes, etc. In 
all this, we have other stakeholders. We are serving the power companies through power 
projects; we are serving the government through roads, etc. The customers want their 
projects to be done economically, very fast, and to good quality [work] so that they are 
durable and ensure safety for people while working, and [to provide a] good environment 
for their staff and workers. So we create all this and try to keep the customer happy. The 
customer has to pay us a little more than the other contractor; but they think that if the 
work is completed six months ahead of schedule, then I am going to benefit because the 
Interest During Construction (IDC) is lower for them and profitability is earlier and faster. 
So the satisfaction comes out of timely completion, quality, and economy. We also have 
to think from the point of view of the customers’ income. Sometimes we give ideas of 
better ways to construct. For example, we suggest not to do a project in structural steel 
and rather do it in concrete. We are able to satisfy the customers with good ideas, fast 
construction, and fast completion of projects so that they are able to earn returns on 
their investment. So it is not as though only ECC is making profit. You make your 
customer make profit, and if they are happy, they will give further business to you. I think 
this is good stakeholder management. 
 
Q. The construction industry organisations have to deal with a number of 
other stakeholders such as the vendors, sub-contractors, and suppliers. How 
does ECC deal with them?  
 
In the construction business, 70% of all that goes into the building is materials. So if 
material cost is controlled, the total cost can be controlled. A project is said to have been 
economically done if you can get materials at a lower cost. But at the same time, lower 
cost should be commensurate with good quality. We cannot buy the cheapest materials 
which are not of the right quality. Materials management of the company should be such 
that you are fair to your vendors, suppliers, and sub-contractors. This benefits the 
company in the long run because these are not people who are dependent on you as you 
think. You are also dependent on them. Whatever policy you have, if you have a genuine 
and good relationship with them, with trust and faith in them, they will reciprocate that. 
It’s not only your capacity to negotiate and get the best deals out of them. You must do 
that with a balance so that you pay them a reasonable price because they are also a 
company like yours; they must have a reasonable return on their capital; and they must 
also be happy for what they are doing for you. So the whole approach should be that of a 
partnership. If your vendors are like Tata Steel, they can also become your customers for 
the construction of their steel plants.  
 
We get the steel of the right quality at the right time. If there is a problem, we can reject 
it. We have rate contracts wherein every year we settle a rate. Then that type of material 
is available to the company at a rate cheaper than what other contractors can buy. 
That’s how you are able to compete in the market. Similarly, the quality checks should be 
part of the system. We have a Supply Chain Management Materials Department which 
functions with a set of rules in such a way that you are fair to them and you pay them on 
time. Sometimes, the payment is pending for 3-4 months. The consequence would be 
that the vendor would feel that this customer is not giving money on time and he would 
increase his price in the future. So you should also have an understanding on the 
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payment terms and such other good practices, so that you get the materials just in time. 
Just in time (JIT) is a concept in manufacturing where you need not unnecessarily store 
materials, which is a waste of money. Similar JIT can be followed with the vendors and 
suppliers. So this is another set of stakeholders we have to keep them happy.  
 
Q. Society is an important stakeholder for reputed organisations like ECC. In 
your opinion what truly constitutes Corporate Social Responsibility? 
 
Society is an important stakeholder to which business normally gives least importance. 
In today’s practice which good companies follow, it is called Corporate Social 
Responsibility (CSR). That means, we must undertake initiatives in places where we are 
working so as to benefit the society and the local community. For example, we run 
clinics, hospitals, give scholarships, etc. This is for the genuine interests of the society 
and local community — not just because you have set up a factory at some place. That 
land is given by the local community and you need their cooperation for the business to 
flourish. If you have a short-term interest, they will also have a short-term response. So it 
is very important that the society, state, and country in which you are working, you 
should also take cognizance of their needs and help them to the extent possible within 
your own capability. 
  
For example, if there is some natural calamity, we immediately go to the Chief Minister of 
the state and give [a] donation. However, this is not enough. We also have to take care 
of society. For example, if we are building a nuclear power station, there are hazards of 
radiation. This could affect the local community and the society. So we have to take care 
that the society and local community’s interests are taken care of and that they realise 
that the company is helping them and taking care of their interests. The Tatas are known 
for such an approach to business. They take care of the societal needs. Such an 
approach is very important. CSR does not stop with giving donations. You can help 
through training of the local community in diverse fields and in many other ways without 
the government’s involvement. The company must provide in its budget for such projects 
that have social objectives and benefit the society. 
 
Q. ECC has done a lot of projects with various central and state governments. 
How is your experience working with them?   
 
Government is very important because you are running under the overall administration 
of the government. The governments have their policies and for various reasons they are 
getting elected. They run their administration through well-selected officials. So the 
organisations must be in tune with their priorities. But at the same time, it is good to 
keep a balanced relationship with them. One should not become a conduit for making 
extra money for them. Without doing such things, one can be a support for the political 
leadership.  
 
Sometimes, the political leadership wants some immediate project to be taken up. For 
example, the Govt. of Andhra Pradesh wanted a project to be taken up for the Tirumala 
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Hills.1 The then Chief Minister of Andhra Pradesh, Mr. Chandra Babu Naidu, telephoned 
me one morning and said that temple premises don’t have more than two months water 
there, and all pilgrims would get affected due to shortage of water, and that ECC must 
immediately help. Normally it takes a year to do such a project. But we went to his help 
and found a solution. We said that 60 days is impossible. However, we could probably try 
to complete it in 90 days. We combined the efforts of the other contractors and also 
invited other politicians including the opposition because it is the state requirement that 
the public be taken care of. The opposition also provided support and we finished the 
project in a record time of 77 days. Mr. Atal Bihari Vajpayee, the then Prime Minister of 
India, came to Tirumala and appreciated the extraordinary execution of the project. We 
feel that if this could be achieved, it is God’s grace and not just our efforts. It was such 
an impossible task, but it happened.  
Similar is the experience with the Sri Sathya Sai Super Specialty Hospitals at Andhra 
Pradesh and Karnataka which were finished in a record time of 6 months and 15, 
respectively. The Sri Sathya Sai Drinking Water Supply Projects at Anantapur, Medak, 
Mahbubnagar, East and West Godavari Districts in Andhra Pradesh and for the 
metropolitan city of Chennai in Tamil Nadu were all undertaken under the auspices of 
the Sri Sathya Sai Central Trust2 located at Prasanthi Nilayam. These projects are 
perhaps the largest of their kind undertaken anywhere in the world by a private 
charitable organisation outside of the government. Each of these were undertaken 
purely to benefit the local community and society, and were completed in record times, 
almost miraculously! Many times it appears that things are happening on their own, but 
God’s grace is always needed for accomplishment of any task.  
 
Q. The natural environment is usually damaged to a significant extent in the 
process of various construction activities. How important is this stakeholder 
for the organisation?  
 
We don’t call it a stakeholder because it is not a separate person, but it is an essential 
part of life itself. If you destroy the environment around, you cannot be stable or 
successful. So, sustained environmental protection and growth is very important. 
Nowadays, everyone is talking about climate change, rising temperatures, rising in sea 
levels, pollution, etc. All this has happened even in the “advanced” countries. This is 
                                                        
1 For more details, see  www.tirumala.org. 
2 For more details, see  www.srisathyasai.org.in. 
Sri Sathya Sai Institute of Higher Medical Sciences, Bangalore, India 
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because of the improper and massive use of natural resources for some limited 
purposes. In the process, they have disturbed the balance of the environment around 
and also of the five elements of the world. Now the realisation has come much more in 
the developed world leadership about the importance of the natural environment and 
they are struggling to find a way. But at the same time, there is an element of 
competition and selfishness to protect their respective national goals and on occasions 
stating that other countries are polluting and not they. But one has to realise that one is 
a part of the whole world. In providing the environment-related targets, there are 
discussions and confrontations. But one day when they realise the overall objectives, 
some solutions in that direction can be found. In the current circumstances, the 
developed countries want to keep some caps on their pollution levels and want the 
developing countries to put some caps. On the other hand, the developing countries are 
saying that they are not the ones who are polluting as much. The developing countries 
also want the developed countries to provide them with technologies which would help 
them in this direction. In my opinion, international deliberations on various fora would 
slowly provide solutions. 
 
Q. What are the natural environment-related processes that have been 
undertaken at ECC? 
 
At ECC, we consciously do a lot of things like the use of fly ash and industrial waste. So in 
most of the building materials, we have to keep in mind the waste of earth’s resources. 
For example, if you want to make all the structures in the country with brick [to] house 
people, then we have to remove one meter of soil from across India and only then can 
we house everyone. That means such a methodology is not sustainable. One cannot take 
earth and make bricks only. One has to use a combination of products and reduce the 
use of soil and not waste that material beyond a certain limit. There are industrial 
products and wastes like slag and fly ash. Even from buildings that have been 
demolished, there is so much of waste material that can be reused.  
 
Also, energy consumption 
should be brought down. 
All these concepts are 
used when we engineer 
projects. When a project 
is given to us like the 
construction of an airport, 
we look at natural light, 
natural ventilation, so 
that we reduce the 
consumption of power. 
For example, the Benga-
luru International Airport. 
In the design concept 
itself, we gave the design 
in such a way that in the roofing we have the north light roofing such that natural light 
comes in and we don’t have the artificial lighting. We also have reduced the use of AC 
Bangalore International Airport - Original Plan 
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ducts by using the space within the columns itself so that there are ducts and lesser 
wastage of materials. The general level of air conditioning is less and power 
consumption is also less. We have used materials like granite in such a way that there is 
not too much of dust generation and maintenance is easy. So many concepts have gone 
in to ensure that overall power consumption is less. L&T-ECC is one of the promoters of 
the green building concepts and we have won awards for using sustainable practices for 
design and construction of structures.  
 
Q. Would you share any initiative at ECC which you consider as an example 
of the stakeholder focus of your company? 
 
There are so many success stories. I would share a few of them with which I was 
personally associated: 
 
Annual Suppliers’ Conference. I started the Annual Suppliers’ Conference at ECC. This 
initiative is unique and nobody does this in the construction world. Once a year, we call a 
conference of all the suppliers and sub-contractors of ECC. We tell them that they can 
express all the problems that they are facing with our people and they can also suggest 
solutions as are our partners. My intention was also to see that there is no corruption in 
the organisation. I wanted to get a common platform to work together and to say openly 
to all of them that they should pay nothing beyond what is official. I also wanted to say 
that the Company wants quality, and that we understand their problems when there are 
delays. I think that this approach is one of the important aspects leading to our satisfying 
relationships with our suppliers and sub-contractors.  
 
 
 
 
National 
Academy of 
Construction 
at 
Hyderabad, 
India 
 
 
 
 
The National Academy of Construction for Training Workmen. Workmen are not directly 
employed by us. They are employed through piece rate sub-contractors. So, in each 
region, the company started a Skills Training Institute. This is helpful not only for them to 
raise their skill levels and productivity and earn more money, but also for the company. 
This is because their higher productivity would lead to faster work of a high quality. This 
has been appreciated so much that we had other contracting companies join in our 
efforts and we formed the National Academy of Construction (NAC) in Hyderabad.31 This 
                                                        
31The NAC has emerged as an apex body for the development of all types of construction resources, technologies, and 
methodologies for the fast-track completion of projects. Registered as a “Society” and incorporated as a Public Charitable 
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was formed by the leadership of L&T. The Government of Andhra Pradesh gave us some 
land. The NAC has nine different institutes. One of them is to train the workers, which is 
the primary focus. In India, 3.5 crore people are employed in the construction industry. 
They are paid very [much] less and their living standards are very poor. So when we train 
them, we are recognizing them as important parts of our society and business. They are 
learning skills, they are getting educated, and they are getting better relationships with 
our supervisors. This helps in improving our productivity and quality standards.  
 
At NAC, we also have an institute for training contractors. In India, there are 600,000 
contractors. Of these, 28,000 are registered as companies. But all of them are poor in 
terms of business management ideas. They are just single-family-run businesses, 
sometimes with wrong practices. We felt that it is good to train contractors and quite a 
few of them come from Andhra Pradesh. So we have this institute called the Contractor 
Development Institute (CDI)41as a part of NAC.  
 
We also have the Transportation Infrastructure Training Institute (TITI).52What are the 
right ways to transportation infrastructure – roads, ports, airports, etc., in terms of design 
technology, construction efforts, mechanization, improved productivity, etc? China has 
done very well in infrastructure. We felt that infrastructure projects were not being done 
properly as they were earlier under the government and were having one-sided focus. 
However, that is changing substantially.  
 
At NAC, there is an Institute for Architecture and Design (IAD).63There is also an Institute 
for training engineers called the Construction Industry Staff College. Engineers are 
trained as managers. Engineers are trained in latest construction methods. In this way 
there are nine institutes in the National Academy of Construction. The money is provided 
by the contractors by paying 2.5% of the bill deducted at source by the Government in 
Andhra Pradesh. So if every state encourages this sort of activity, it would make a lot of 
impact. Some of the workers trained in these institutes go to the Middle Eastern 
countries, earn more money and are very happy. This is one more satisfying initiative 
which I think we have done.  
 
Alternative Designs. What satisfies me is that we have done a lot of work with alternative 
designs. When the customer wants to build a cement factory, and gives the 
                                                                                                                                                                            
Institution in September 1998, it is managed by a Board of Governors with the Honourable Chief Minister of Andhra 
Pradesh as its Chairman and the Honourable Minister for Roads and Buildings as Vice Chairperson. 
41CDI is a constituent unit of NAC and is parented by Builders Association of India, Andhra Pradesh Centre. Established in 
1999, CDI is a unique training institute in Asia to train contractors, builders, engineers, architects, technical, non-technical 
staff, and new aspirants of construction business in disciplines of managerial, financial, contractual, techno-logical and 
commercial, etc. The CDI is striving hard to professionalise the construction industry by providing perennial capacity 
building processes such as diversified training programmes, workshops, seminars, conferences, etc, to all the stakeholders of 
the construction industry. CDI has trained more than 5,000 candidates in the above areas from the day of its inception. 
52TITI is one of the constituent units of NAC, parented by Central Road Research Institute (CRRI) imparting training in 
Highway Technology, Transport Infrastructure, and Transport System Management. Training is imparted to engineers in the 
Pradhan Mantri Gram Sadak Yojana (PMGSY) Programme which is meant for the development of rural roads. Full-fledged 
training is imparted to the engineers of Panchayat Raj Department of Andhra Pradesh. The programme is sponsored by 
National Rural Road Development Agency (NRRDA). The Training Programme on planning, design, maintenance, 
evaluation, and rehabilitation of roads, bridges, and culverts, etc is geared toward the engineers of the Roads & Buildings 
(R&B) Department of Andhra Pradesh. 
63IAD has been primarily created, designed, and established on 23.01.1999 to train and act as a feeder institute for various 
categories of tradesmen at par with International Standards who can be usefully employed by various construction 
companies, architects, and contractors in India. 
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requirements and design, we suggest to them that they can opt for an alternate design. 
They are advised that this option would be cheaper, faster, and better. Consequently, the 
customer is happy. This Alternative Design and the Engineer Procure and Construct (EPC) 
[are] idea[s] promoted by L&T-ECC in India. This approach gives better results in the form 
of good quality and economy in construction. In industry, EPC is very well accepted, and 
in infrastructure projects, it is slowly coming up.  
 
Q. What kind of difficulties have you faced while following an approach to 
benefit the maximum number of stakeholders? 
 
Any business is a challenge, especially construction projects. You are there to face those 
challenges. But when you understand the human relationships and try to solve the 
problems of others, then you get better results. You should never be afraid of difficulties 
and challenges. You should think from the other person’s point of view as to what is his 
difficulty. How can you help solve his problem while solving your problem? Most of the 
problems can be solved if that balanced approach is followed. In fact, once I asked my 
Guru, Sri Sathya Sai Baba,71as to when the Kashmir problem will get solved. He said that 
it can be solved in a few minutes. But for that, the right mindset that “We are all one’” 
has to come. Then such problems would go away. In the similar way, if companies 
approach the problems they face with the understanding of the problems from the other 
side, then one can easily find solutions. You can even change the government approach 
inspite of their rigid stand if you tell them that it is beneficial for everybody. Even the 
opposition parties who sometimes criticize the ruling party’s policies get convinced if you 
talk to them and bring them together and tell them about the cause for which you are 
working. I have experience in so many projects where both the ruling party and 
opposition parties have supported us because they perceive us as doing some good 
work which is beneficial to the society. If you work for serving the people, you are 
automatically serving God and it will give good results.  
 
Q. India has had a spiritual culture and tradition for centuries. An analogy 
can be drawn between the kings of yore and the corporate heads of today. It is 
an established fact that the righteous kings of yore had “Praja Palan” – welfare 
of all his subjects as his primary goal/objective and not only of those who used 
to be regular taxpayers, providing funds for the effective functioning of the 
kingdom. If we extrapolate the same to today’s times, one might rephrase this 
by saying that the duty of the successful corporate organisations is to ensure 
the welfare of all its stakeholders and not only of those who provide funds to 
the organisation for its effective functioning, i.e., the shareholders/providers 
of capital. If you agree with this, how do you feel can corporate executives at 
their individual level implement this “Praja Palan”?  
 
                                                        
71Sri Sathya Sai Baba (1926-2011) was Founder Trustee and Revered Founder Chancellor of the Sri Sathya Sai Institute of 
Higher Learning (deemed to be university), Prasanthi Nilayam, Andhra Pradesh, India. He was a highly revered spiritual 
leader and world teacher whose life and messages are still inspiring millions of people from all the religions throughout the 
world to lead more purposeful and moral lives. His contribution to humanity has been, among many others, in three major 
areas – Educare, Healthcare and Sociocare.  
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In management philosophy, there is no belief in good luck and such things. Everything is 
organizable; everything should be planned, executed, and monitored. Then the results 
will come. But as per my belief, the whole universe works according to some laws. If one 
understands those laws and works according to that, one will get good results. I feel that 
if one follows the path of righteousness (Dharma), the path of truth (Satya), and non-
violence (Ahimsa), and if one wishes well for others — including one’s competitors — 
then one will succeed. It’s my personal experience that if you wish well for your 
competitors, if you wish well for your opponents, it will function in such a beautiful way 
that they will support you when you are in need. So you are a part of the system. Even 
though you are a part of the competition in the business, you are working for the same 
government and the same community. So you are partners in construction and not a 
competitor. If that is realised and you act according to that understanding that all is done 
for the benefit of the society and the good of the people, then I think that such an 
environment would be very beneficial to the success of the business including the 
realisation of all business objectives. If you go back to the objectives of the business and 
think about them in critical moments, you would get the right solution. You must go back 
to the basic principles of business and go back to Dharma, then you will succeed.  
 
We have undertaken a lot of projects for the Sri Sathya Sai Central Trust and learned 
many valuable lessons from the Sai Baba Projects in the field of project management. As 
per this philosophy, we can do projects very fast as compared to others because of the 
application of the concept of unity, purity, and Divinity. When we make all the 
stakeholders and people working for the project work together, with a good cause and in 
a united fashion, we achieve that project very fast. And we have experienced through the 
Sai Baba Projects that our projects are exceptionally fast and some of them [have set] 
world records. That has come because of our realisation of Sathya Sai Baba’s teachings 
that purity is very important; that what we are doing for the society in a sustainable way 
should be beneficial to the society. If done so, everybody would be cooperative. If 
everyone is united and pure in one’s intentions, then such unity, coupled with purity, 
leads to Divinity. Ultimately, we were achieving the results much faster than even what 
the government could do. For example, similar to the Sri Sathya Sai Drinking Water 
Supply Project at Anantapur (1995)81undertaken by Sri Sathya Sai Central Trust, the 
Government, at the same time, wanted to do a project in the Kurnool District. Even 
today, 15 years later, the Kurnool Water Project has not been realised because it is stuck 
in conflict. While in case of Sathya Sai Baba’s projects, even the farmers through whose 
lands we cut across had no objections because they knew that the water provided 
through the project would benefit them. In any case, it was a temporary dislocation and 
the Sri Sathya Sai Central Trust also gave them adequate compensation. When you help 
people who have been affected, then everybody comes together to help you through a 
united approach and this leads to success. 
 
                                                        
81The Ninth Five Year plan document of Government of India added a citation to the Sri Sathya Sai Central Trust, Prasanthi 
Nilayam, Andhra Pradesh, in appreciation of the project, which read: “…Sri Sathya Sai Trust has set an unparalleled 
example of private initiative in implementing a project on their own, without any state’s budgetary support, a massive water 
supply project, with an expenditure of Rs. 3,000 million to benefit 731 scarcity and fluoride / salinity-affected villages and a 
few towns in Anantapur district of Andhra Pradesh in a time frame of about 18 months.” 
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Q. The Father of the Nation – Mahatma Gandhi — advocated the concept of 
Trusteeship wherein every individual is a trustee or a custodian of the wealth 
he/she owns and the wealth has to be used to the extent possible for the 
welfare of all. This philosophy finds its roots in all major religions of the world 
– Hinduism, Jainism, Islam, Christianity, Sikhism, etc. What is your opinion on 
this? 
 
Gandhiji had said that the people who manage companies should be trustees because 
the funds belong to shareholders besides some capital funds that belong to the 
promoter families. The promoter families and the shareholders should have a national 
perspective; it should not be narrow-minded. The whole objective of a company is to 
serve a national purpose, of serving the people. But at the same time, people who have 
invested in the company should have a return on the capital employed because if the 
capital is put in a bank or given to somebody, they earn a little money. The idea is not 
just to make money, but to invest the funds further so that the company can grow and 
serve more people. The overall objective of business should be not just to make money, 
but to serve people, serve the needs of the society, and the country. 
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PAMALA J. DILLON, ROBIN M. BACK, & CHARLES C. MANZ
1
 
 
Having just emerged from an unprecedented financial crisis partly caused, and certainly 
exacerbated, by corporate greed, there has been an overwhelming number of stories 
detailing the unethical actions highlighting corporate social irresponsibility (Pearce & 
Manz, 2011). Fortunately, there are also many examples of individuals striving to follow 
higher personal values, using their organizations as a way to work for the betterment of 
society and improve human well-being. These stories tend to get lost in a 24-hour news 
cycle driven by a need to shock in order to gain viewer market share. Cynical views of 
corporate actions are easily understood when the narratives filling headlines are 
constant reminders of the worst of the worst. Turning attention toward the best of the 
best, this paper highlights acts of corporate social responsibility (CSR) that extend 
beyond the traditional business case views of CSR.  
  
The effects of businesses are far-reaching and represent a large component of the social 
fabric of our lives. Businesses have an unprecedented opportunity and, some would 
argue, even a duty, to positively impact their stakeholders. Stakeholders affected by 
organizations include not only individuals with a financial interest, but also those who 
work for the organization or live in the communities in which they operate. Much of CSR 
management scholarship has focused on cases which explore the economic 
justifications and outcomes of incorporating CSR into business practices and their 
implications for business ethics (Basu & Palazzo, 2008; Margolis & Walsh, 2003). While 
the corporate aspect of CSR has been developed over the past fifty years, there has 
been less emphasis placed on the social perspective. The potential social impacts of 
                                                        
1The authors thank Mzamo P. Mangaliso, PhD, for his helpful comments on earlier drafts of the manuscript and for his 
constructive suggestions.   
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business and society relations are a critical component of CSR that has been largely 
missing from organizational scholarship. 
  
CSR efforts certainly contribute to the bottom line (Margolis & Walsh, 2003), however, 
the impacts of these efforts on society and individuals are more difficult to measure. One 
way organizations can contribute to social well-being is to provide opportunities and 
environments that support empowerment both within the organization as well as in 
communities external to the organization. Indeed, an avenue for virtuous leadership can 
be authentic empowerment of employees and community members as an act of social 
responsibility in business. In this article, we present a specific case example of an 
organization that has relied on authentic empowerment as a CSR strategy to actively 
contribute to the overall well-being of their employees and their local communities.   
  
 
The word “empowerment” is bandied about in organizational literature, liberally at times, 
with little understanding of how it actually works. Empowerment is often used by 
theorists to explain organizational effectiveness, however, there are different definitions 
and views of what constitute empowerment. Often, it is assumed that empowerment is 
the same as delegating or sharing power with subordinates, or even equated simply with 
employee participation (Conger & Kanungo, 1988). In contrast, Lashley (1996) defines 
empowerment in relation to an individual organization’s reasons for using this strategy.  
Organizations may have specific empowerment aims, such as achieving greater 
employee commitment, gaining information from employees, improving the bottom line, 
and increasing responsiveness to customers. Taking yet another view, Kanter (1977) 
defines empowerment as the process of giving power to people who are at a 
disadvantaged place in an organization, and has also been used by other social 
scientists when dealing with issues of powerlessness of minorities (e.g., women, racial 
minorities, and the handicapped). Meanwhile, Conger and Kanungo (1988, p.474) 
define empowerment as “a process of enhancing feelings of self-efficacy among 
organizational members through the identification of conditions that foster 
powerlessness and through their removal by both formal organizational practices and 
informal techniques of providing efficacy information; it is a motivational process of 
employees.” More recently, Spreitzer, (1996) identified meaning, competence, self-
determination, and impact as being the critical components of psychological 
empowerment – she posited that it is the perception of these four cognitions that 
determine the level of empowerment psychologically experienced. 
 
Over the years, a number of popular management books have “sold” the idea of 
empowerment as a way of solving many organizational problems. Some of the most 
widely known ideas have been put forward by Rosabeth Moss Kanter (1990) and 
American management guru Tom Peters (1994). The concept of empowerment gained 
popularity in the early 1990s and there were those who claimed that it could transform 
staid, bureaucratic, and rigid organizations into flexible, dynamic, and entrepreneurial 
businesses (Foy, 1994). In many cases, it is proposed as no more than a motivational 
tool and the literature focuses on the impact of empowerment on the bottom line for the 
organization, not on the potential consequences for the individuals and other 
stakeholders who are involved.  
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In this paper, we take a broad view of empowerment. We recognize structural, 
contextual, psychological, developmental, and financial/ownership themes that can 
together create a powerful synergistic effect on those being empowered. And we also 
recognize the potential benefits this can return to leaders and organizations which may 
consequently enjoy the increased loyalty, commitment, and business sustainability 
empowerment can help create. Indeed, empowerment can have positive consequences 
if implemented in a way that focuses not only on the outcomes for the organization, but 
also on the outcomes for the employees and other stakeholders within the sphere of 
influence of the organization.  
 
The leadership within an organization is an important component of creating a context of 
empowerment as well as reinforcing positive individual perceptions and experiences 
related to working in an empowering environment. Leadership that prioritizes the raising 
up and enabling of others can be viewed as an act of virtue. Virtuous leadership has 
been described “as distinguishing right from wrong in one’s leadership role, taking steps 
to ensure justice and honesty, influencing and enabling others to pursue righteous and 
moral goals for themselves and their organizations and helping others to connect to a 
higher purpose” (Pearce, Waldman, & Csikszentmihalyi, 2008, p.214). Pearce et al. 
(2008) identify the responsibility disposition of a leader as an antecedent to virtuous 
leadership, noting that virtuous leaders tend to recognize a responsibility to others as an 
important component of leadership.  
  
Virtuous leaders can act as moral agents within organizations and their actions are 
driven not by external rules or systems, but rather by who they are, partly influenced by 
their dispositions to act in the interest of the social good (Weaver, 2006). Leader 
responsibility disposition is partly connected to power orientation which includes 
socialized and personalized power (House & Howell, 1992; Winter, 1991). Leaders with 
a higher responsibility disposition are focused on the good of the collective and tend to 
have a socialized power orientation (Winter, 1991). These leaders use their influence to 
further achieve goals that are beneficial to others (Pearce, Manz, & Sims, 2008). 
Socialized need for power can lead to virtuous actions as virtuous leaders are focused 
on the well-being of those around them more than on their own sense of power over 
individuals. From this view, empowerment can be a central aim and outcome of virtuous 
leadership. 
  
 
 
Modern CSR scholarship can be traced to Howard Bowen’s work, Social Responsibilities 
of Business, published in 1953 (Carroll, 1999). As a welfare economist, Bowen was 
concerned with the regulation of business for the good of society (Acquier, Gond, & 
Pasquero, 2011). His initial concept of social responsibilities entailed “the obligations of 
businessmen to pursue those policies, to make those decisions or to follow those lines 
of action which are desirable in terms of the objectives and values of our society” 
(Bowen, 1953, p.6). Since that time, the ideas and concerns in his book have provided 
the foundations for scholars to develop the field of CSR, albeit haphazardly. 
 
Over the past fifty-plus years there has been a lack of consensus regarding CSR as a 
concept, but it has taken hold in the management literature (De Bakker, 2005; Gond & 
Crane, 2008). The field of CSR can be characterized by a lack of agreement as to a 
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distinct definition to which all scholars adhere. Although there is not a specific accepted 
definition of CSR, most scholars start with Carroll’s definition: “The social responsibility 
of business encompasses the economic, legal, ethical, and discretionary expectations 
that society has of organizations at a given point in time” (1979, p.500). This definition 
reveals the distinct dimensions that run throughout most uses of CSR and include the 
legal, economic, and ethical responsibilities that go beyond what is required of the firm. 
It also alludes to Bowen’s inclusion of societal objectives and values by indicating the 
“expectations that society has of organizations” as part of the definition. 
 
CSR has been integrated throughout organizational scholarship and spans the 
management literature with contributions coming from areas as diverse as strategy, 
leadership, ethics, and corporate governance. Divergent theoretical underpinnings 
create another hurdle to developing a unified theory and specific definition. Here we 
adopt a view that is consistent with McWilliams and Siegel’s (2001) perspective that 
CSR is represented by an action that appears to further some social good, extends 
beyond explicit interests of the firm, and is not required by law. Further, we expand this 
view by including Bowen’s identification of societal values, specifically the values of 
organizational leaders who are critical in the development and implementation of 
organizational actions.  
 
By using a process-oriented perspective, we can explore the interactive relationships 
between CSR, leadership, and empowerment. In looking at the development of CSR 
practices, Basu and Palazzo (2008, p.124) provide a definition of CSR from a leadership 
perspective, “the process by which managers within an organization think about and 
discuss relationships with stakeholders as well as their roles in relation to the common 
good, along with their behavioral disposition with respect to the fulfillment and 
achievement of these roles and relationships.” This definition combines the behavioral 
disposition of leaders as well as their views toward the common good and provides a 
base from which to incorporate the concepts of virtuous leadership and empowerment 
into an expanded understanding of CSR. 
 
Attempts have been made to classify CSR theories in different ways, including describing 
them as instrumental, political, integrative, or ethical (Garriga & Mele, 2004), or 
presenting them as competing approaches, such as ethical, economic, and corporate 
citizenship (Windsor, 2006). The most evident divergence within CSR scholarship is 
between the economic and ethical perspectives. Numerous authors have highlighted the 
tensions between economic (instrumental) and ethical (prescriptive) views of CSR and 
sought ways to reconcile the differences with little success so far (Driver, 2006; Gond & 
Crane, 2008; Swanson, 1995; Windsor, 2001). There is evidence that engaging in CSR 
practices can have a positive impact on profits providing support for the instrumental 
use of CSR (Margolis & Walsh, 2003). Organizations can also engage in CSR practices 
based on ethics, such as ensuring that workers in factories are treated well and that no 
child labor is used in production facilities. What tends to be missing in the discussions 
surrounding CSR is an altruistic view of CSR that extends beyond instrumental and 
ethical reasons.      
 
Caza, Barker, and Cameron (2004) propose a continuum of ethical integrity that includes 
unethical, ethical, and ethos. Ethos is characterized by virtuousness and is tied to 
flourishing, meaningful purpose and ennoblement. In Figure 1, we build on this 
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framework to develop a continuum of CSR based on integrity and ethics. At the left side 
of the continuum, Corporate Social Ir-Responsibility (CSIR) (Pearce & Manz, 2011), is 
tied to unethical social action and irresponsibility. In the mid-range, economic and ethical 
CSR is related to ethical and dutiful actions. Finally, on the right side of the continuum, 
Authentic CSR is tied to ethos and virtuous action. 
 
Figure 1 
 
Authentic CSR is connected to a virtuous disposition held by an authentic leader. 
Authentic leadership has been defined as “a pattern of leader behavior that draws upon 
and promotes both positive psychological capacities and a positive ethical climate, to 
foster greater self-awareness, an internalized moral perspective, balanced processing of 
information, and relational transparency on the part of leaders working with followers, 
fostering positive self-development” (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 
2008, p.94). Authentic leaders who possess a virtuous orientation bring the best of both 
leadership styles to the table – influencing followers to foster positive self-development, 
connect to a higher purpose and have a greater positive impact both in the organization 
and in their own lives.  This confluence creates opportunities for authentic 
empowerment. 
 
 
The Fairview Trust (FT) in South Africa is a family-owned farming operation with wine and 
cheese as its principal products. It serves as an example of how an authentic leader with 
a virtuous orientation can enact authentic CSR. More specifically, at FT, CSR is founded 
on authentic empowerment for the benefit the organization, employees, and local 
communities. 
 
In South Africa, the term “empowerment” is much used in the post-apartheid era. The 
apartheid system was in place from 1948 to 1994, although it had unofficially existed 
since colonial times with racially discriminatory regulations already in effect by the end of 
ETHICS 
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the eighteenth century (Henrard, 2003). Apartheid kept the majority of the country’s 
population disenfranchised, poorly educated, and disempowered, which has arguably 
contributed to potential negativity in the work ethic (Slabbert & Ukpere, 2011). The 
government has passed a number of acts and implemented programs with the goal of 
empowering disadvantaged groups. The Broad-Based Black Economic Empowerment Act 
of 2003 (BEE), aims to ensure black South Africans are significantly included in the 
ownership and management of businesses (for the purposes of these acts, “black” is a 
broader term referring to all those excluded by the practices and discourses of racism 
and white supremacy). There has been much debate, however, about the effectiveness 
of the BEE. 
 
In the wine industry, it is widely believed that the BEE may have been abused when the 
mostly white-owned wine industry formed business alliances with key black members of 
South Africa’s urban elite in order to fulfill the requirements of the act without 
necessarily following the intent (Du Toit, Kruger, & Ponte, 2008). Organizations were 
formed by black business people intended to provide white-owned businesses an easy 
way to achieve black- owned status by affiliating with these newly formed organizations. 
This allowed white-owned organizations to fulfill government requirements regarding 
black ownership while marginalizing issues that would address the structural inequalities 
and relations that could empower black farm and winery workers.  
 
Black-owned brands have become a feature of BEE in the wine industry, but may still rely 
on highly exploitative forms of labor while claiming legitimacy by being black owned. 
Many believe that these acts and programs intended to address the serious issues 
remaining after apartheid appear to have failed to empower the majority of black South 
African workers, and, in the case of the wine industry, instead lead to the de-racializing of 
exploitation (Du Toit, Kruger, & Ponte, 2008). However, there are many exceptions where 
workers have been genuinely empowered through working for visionary, virtuous leaders 
who believe that the government should not be solely responsible for righting the wrongs 
of the past. They believe that organizations also have a responsibility in that arena, 
should genuinely have the interests of their employees and the community in general at 
heart, and should function as role models to lead the way and to inspire others to follow.   
 
Most of the literature on empowerment within organizations is written from a Western 
perspective. It may be argued that this is inadequate in the South African context, where 
leadership and management challenges are embedded in a very different cultural, 
political, economic, social, and historical context (Blunt & Jones, 1997). Individuals and 
communities who have previously been kept intentionally disempowered may find the 
concept of empowerment to be alien, and may therefore be either unwilling or unable to 
have it “thrust upon them.” While Western management advocates individualism, 
instrumentality, contractual relationships, justice, and individual rights as yardsticks for 
dispute resolution, African management embraces collectivism, cooperation, communal 
relationships, and restoration of harmony and reconciliation as the ultimate goals in 
dispute resolution (Mangaliso, Mangaliso, & Bruton, 1998). These characteristics are 
captured in the African philosophy of “Ubuntu,” defined as the “humaneness that 
individuals and groups display for one another” (Mangaliso, 2001: 24). Managing people 
within the African context therefore requires markedly different leadership approaches to 
those that have been found to be successful in the Anglo-Saxon world of North America 
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and Western Europe. For these reasons a flatter, organic management style may be 
more appropriate and conducive to empowerment (Burns & Stalker, 1961), and it is 
indeed this style that is found in organizations where authentic empowerment is 
practiced.   
 
For the purposes of this paper, we will examine one such organization to see how it is 
overcoming the odds seemingly stacked against it, through the authentic empowerment 
of its workforce and how this culture of empowerment is contributing to human well-
being and flourishing. This organization is The Fairview Trust, owned by the same family 
since 1937, with a full-time workforce of over 500 people and whose main focus is the 
production of wine and cheese.    
 
The South African wine industry employs approximately 275,000 people, of whom more 
than 160,000 are members of historically disadvantaged groups, at 582 wineries (Wines 
of South Africa, 2011). Winery workers often work in factory-style production facilities, 
within a rural agricultural setting, thereby isolating them from mainstream society. 
Traditionally, South African winery workers have lived on the farms on which they worked 
and in housing owned and provided by the farm owner or company. This is still largely 
the case today, making them heavily dependent on their employer. Conversely, this also 
creates a substantial responsibility on the wineries for the well-being of their workers, 
and many wineries recognize that this system is unsustainable. 
 
The Fairview Farm in Paarl, 40 miles from Cape Town, was established in 1693 and has 
been owned by the Back21family for three generations. Under the current leadership of 
third-generation winemaker, Charles L. Back II, The Fairview Trust has expanded its 
landholdings to approximately 1,500 hectares (ha) and concentrated its core business 
on viticulture (cultivation of grapes), wine production, and cheese production (which 
includes a dairy operation). Additional facets of the business include olive growing and 
olive oil production, as well as an expanding agri-tourism business with a restaurant, a 
bakery, and wine and cheese tasting rooms.   
 
Fairview draws over 300,000 visitors per year, and is the most visited winery in South 
Africa. As one of South Africa’s most innovative winemakers, Back is also known for his 
commitment to social development of previously disadvantaged communities connected 
to the agricultural industry. In 1997, Back, using a combination of government grant 
funds and funds from The Fairview Trust, provided an 18 ha farm to over 50 Fairview 
workers and their families. He assisted them in establishing the Fairvalley Farm Workers’ 
Association which holds the title to the farm. Back also helped his workers establish their 
own wine brand, which they market through their own network of distributors, and which 
has helped them to fund the construction of homes on their farm.   
 
Back believes that one must “be a true capitalist with a very strong social conscience” in 
order to create cohesion between the workers and the shareholders. He sees 
empowerment as the creation of equal opportunities for everyone, irrespective of 
background and education. To this end, The Fairview Trust evaluates the training needs 
of each individual, actively looking for latent talents and abilities so that employees can 
                                                        
21One of the authors is a relative of the focal leader in the case which allowed special access to the organization. The authors 
tried their best to maintain objectivity in reporting the case details, despite openly viewing the case as an exemplar of 
authentic CSR and leadership.  
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be promoted into positions of responsibility and subsequently become an inspiration for 
others. Back states “training is important not just for imparting knowledge, but also for 
showing workers how much you value them by investing time and effort in them.” At 
Fairview, workers share in the success of the business, receiving a salary as well as a 
share of gross revenue rather than profit. Profit can be influenced by external factors 
such as exchange rates and interest rates, which are outside the workers’ sphere of 
influence and are susceptible to manipulation. Back also believes that an organization 
needs to show that profits are not going into the pockets of just the owners or 
shareholders. This is demonstrated, for example, by providing school activities, sporting 
events, and medical care, as well as giving land, homes, and shares in the organization 
to workers. 
 
Empowerment is distinctively displayed in a variety of ways at Fairview. Management 
structures are flat so that management is not distanced from the workers, and workers’ 
opinions are always sought when formulating strategy. Workers’ proposals are taken into 
consideration and often implemented, even if management is not fully convinced they 
will work. This provides workers an opportunity to learn from their mistakes as well as 
experience a sense of accomplishment when their ideas are successful. It ensures that 
everyone is working towards the same goal and allows the organization to be adaptable 
and flexible, critical to businesses in today’s environment where reality can change from 
week to week. Internal public relations are also considered to be extremely important, 
and when something positive happens in the business it is celebrated with all who 
helped to achieve it.   
 
The Fairview Trust has recently undergone a major corporate restructuring in order to 
distribute shares among its most senior management and personnel as a reward for long 
and outstanding service and as part of Charles Back’s empowerment and succession 
planning. Three new private companies have been created under the new structure: 
Fairview Cheese (Pty) Ltd ‒ which had already been separated from the wine division, 
Fairview Wines (Pty) Ltd, and The Spice Route Wine Company (Pty) Ltd.  As part of the 
restructuring, 10% of the shares in Fairview Cheese (Pty) Ltd was distributed to five 
employees. Fairview Wines (Pty) Ltd became the owner of the cellar buildings on the 
Fairview farm, 30 hectares of land around the buildings, cellar equipment, and vineyard 
equipment. This reconfiguration also attained control over debtors, employees, and all 
operational responsibility for the cellars.  Additionally, it assumed lease agreements on a 
number of other cellars and vineyards either owned by, or previously leased to, The 
Fairview Trust. The plan allowed The Fairview Trust to retain 90% of the shares in 
Fairview Wines (Pty) Ltd with the remaining 10% distributed to six employees.   
 
The Spice Route Wine Company (Pty) Ltd follows a similar model, becoming the owner of 
cellar buildings and 30 hectares of land around the buildings on the Klein Amoskuil 
farm.  It will take over the lease agreement with De Leewenjacht Estates (Pty) Ltd on its 
tasting facilities as well as lease agreements on vineyards with The Fairview Trust and 
Charles Back Vineyards (Pty) Ltd. The Fairview Trust currently retains 90% of the shares 
in The Spice Route Wine Company (Pty) Ltd and the remaining 10% have been 
distributed to four employees.   
 
Under Back, there are many other notable actions that have been undertaken by 
Fairview that reinforce its extensive empowerment practices. Fairview’s milk delivery 
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business has recently been sold to its employees, who now own that business and have 
a long-term contract with both Fairview Cheese (Pty) Ltd and a milk producer. Workers’ 
trusts are currently being established by FT in order to distribute additional shares for 
the benefit of laborers.   
 
A number of workers who started at The Fairview Trust in low-level positions have 
achieved management positions or even left to start their own companies. A former 
dispatch employee is now the Payroll Manager. A laborer’s son is now the Marketing 
Manager for the workers’ own Fairvalley Wines. A former farm worker is now Winery 
Manager as well as a shareholder. A former factory floor worker in cheese production is 
now third in command and a partner in the business. A former marketing assistant has 
left to start his own spirits brand. The list goes on. Fairview is accredited by Fairtrade 
Label South Africa, although it chooses not to use the accreditation on all of its products. 
It is also accredited by the WIETA Agricultural Ethical Trade Initiative (SA) for fair labor 
practices.  All FT workers are permanent employees, thereby creating a stable workforce. 
No seasonal or contract labor is hired ‒ unlike many other agricultural businesses.  
 
What is also notable is that it is difficult to find any public trumpeting of these programs 
and achievements by Fairview. “If you use these types of programs for marketing 
purposes,” states Back, “you’re doing it for the wrong reasons.” Under the leadership of 
Back, CSR based on authentic empowerment is the sincere aim and not the window 
dressing that so many other firms have used to create an impression of CSR that is 
unwarranted in any true sense of what the words “Corporate Social Responsibility” 
mean. 
 
 
 
An important aspect of this case is that it involves a situation where empowerment can 
specifically provide a solution to a significant challenge. South Africa entails a post-
conflict context marked by disempowerment, based on specific economic and social 
structures. Apartheid contributed to an entrenched marginalization of specific groups. 
The post-apartheid social expectations within the country are focused on providing 
opportunities for healing and empowerment, and while this is highlighted by the BEE, in 
many cases businesses have made less than authentic attempts at meeting these 
expectations. In contrast, Back is a striking example of an authentic leader who has 
taken a variety of virtuous actions focused on meeting the intent of the social 
expectations by creating an empowering environment across many dimensions.  
 
Fairview Trust serves as an especially vivid illustration of how authentic CSR intentions 
and efforts can provide a wide range of benefits to organization members and other 
stakeholders while contributing to sustainable success for the enterprise.  In South 
Africa, the letter of the law may be followed, while the spirit of the law is disregarded. 
Other wineries have sometimes gained legitimacy by having a certain percentage of 
black ownership but otherwise doing little for employees.  Under Back’s leadership, 
Fairview has created many genuine opportunities for his workers to truly experience 
empowerment, in terms of personal responsibility and development, career 
advancement, and financial benefits.  
 
Virtuous leadership plays an important role in authentic empowerment. The business 
owner highlighted in this case provides an example of an authentic leader who has a 
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virtuous orientation and interest in contributing to human well-being and flourishing. 
Authentic empowerment rests on the intentions of the actors, as well as the actions they 
take. Back appears to be guided by an innate genuine drive to contribute to the common 
good and has discovered ways to improve the lives of his employees and other 
stakeholders. The impact of his efforts is reflected in the success of his firm and the 
authentic benefits enjoyed by his workforce. His leadership, and the thriving organization 
it has helped to shape, provides a living example of authentic CSR through genuine 
empowerment in business. 
 
 
Authentic CSR reflects a linkage between empowerment and socially-responsible actions 
of authentic leaders (Walumbwa, Wang, Wang, Schaubroeck, & Avolio, 2010). Leaders 
concerned with human flourishing and well-being can find authenticity through an 
empowering leadership approach. Empowerment, in the broadest sense, involves 
structural, psychological, developmental, and financial components. We believe that the 
example provided herein is an exemplary illustration of an authentic leader and an 
organization following virtuous objectives through a broad approach to empowerment. 
The empowerment approach taken by Back and Fairview Trust have enabled the 
creation of a work context that provides opportunities for greater responsibility, 
advancement, financial benefit, and a psychological sense of meaning, competence, 
self-determination and impact.  Indeed, one is left with the sincere hope that 
empowerment can be at the core of socially-responsible business endeavors that are 
authentically concerned with the well-being of society (including people and 
communities) as well as the organization proper. 
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Motivating Strategies 
Leaders Employ to 
Increase Follower Effort 
 
MICHAEL L. SCHWARTZ & PATRICIA A. CASTELLI 
 
Abstract 
 
The purpose of this research was to determine which motivating strategies followers 
desire from their leaders and what motivating strategies are actually displayed by their 
leaders to increase followers’ effort. Additionally, this research assessed the followers’ 
level of self-reported extra effort and the amount of extra effort followers perceive their 
leaders exert. From this data, conclusions were drawn regarding the relationships 
between followers’ self-reported extra effort and the followers’ perception of their 
leaders’ extra effort. This quantitative research study was conducted via LinkedIn using 
SurveyMonkey and is based on Keller’s 42 item ARCS Model (attention, relevance, 
confidence, and satisfaction). Regression analysis of the survey responses indicated 
that:  
 Followers perceive their leaders are not displaying the level of motivating 
strategies desired;  
 The amount of extra effort that followers perceive that their leaders exert is 
significant in predicting the amount of extra effort that followers exert; and  
 Followers’ perception is that leaders’ extra effort is less than followers’ extra 
effort.  
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The findings suggest that leaders should be more aware of the motivating strategies that 
followers desire and demonstrate those strategies since leaders’ extra effort is a 
significant predictor of followers’ extra effort.  Additionally, leaders should also exert the 
level of effort that they desire from their followers. 
 
Introduction 
 
A key function of a leader is to motivate followers to accomplish tasks. An often asked 
question is: How does a leader motivate a follower to exert extra effort in completing 
tasks? Some people in leadership positions motivate followers to exert extraordinary 
levels of effort, even when their past performance has been mediocre (Bass, 2008). The 
effects of a leader who can motivate may be either positive or negative and can be long 
lasting. Charles Manson motivated followers to commit violent acts and still has loyal 
followers even after decades in prison. Both Bass (2008) and Storr (1997) note 
instances of some leaders who motivate followers to self-destructive behaviors and other 
leaders who motivate followers to heroic deeds. Bass notes Reverend Sun Myung Moon 
as having enticed followers to engage in self-defeating behaviors while General George 
S. Patton rallied troops to commit acts of heroism and ultimately achieve success in 
World War II. Friedman and Langbert (2000) describe the leadership characteristics of 
the Hebrew biblical patriarch Abraham undertook to motivate an entire populace to 
abandon polytheistic beliefs for monotheism. 
 
Motivation is central from both a practical and a theoretical perspective to achieve 
effective, responsible management. “Managers see motivation as an integral part of the 
performance equation at all levels, while organizational researchers see it as a 
fundamental building block in the development of useful theories of effective 
management practice” (Steers, Mowday, and Shapiro, 2004, p. 379).  From a practical 
standpoint, motivation is critical to generating effort to perform tasks at all 
organizational levels. From a theoretical perspective, motivation is fundamental to the 
practice of effective leadership. Leaders who understand and practice proven 
motivational theories are apt to be more successful in achieving organizational goals. 
 
Methods 
 
This research was conducted to determine the effectiveness of motivation strategies 
that leaders may employ to cause followers to exert extra effort. Three aspects of effort 
were studied: (1) The behaviors of leaders that followers most desire in motivating them 
to exert extra effort; (2) What followers perceive as the behaviors that their leaders 
actually display; and (3)The behaviors resulting from comparing the first two measures to 
uncover any differences between what followers believe motivates them and what 
motivating behaviors they perceive their leaders actually demonstrate. The first two 
items were determined using a survey based on Keller’s ARCS (attention, relevance, 
confidence and satisfaction) model revised to reflect a leader-follower relationship. In 
addition, followers self-reported how they exert extra effort and their perceptions of how 
their leaders exert extra effort. The followers’ self-reported extra effort and the followers’ 
reported perceptions of their leaders’ extra effort allowed analysis of the effect of 
leading-by-example. Leading-by-example is critical since according to Viinamäki (2012b), 
leaders not only directly influence the behavior of followers, but their actions also 
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influence their perceptions which lead to norms and expectations of apposite 
performance. Further, leaders directly and indirectly establish the ethical tone for any 
organization which is the fundamental essence of values-based leadership. 
 
Finegan (2000) presented research which indicated that organizational commitment 
may be linked to attitudes and behaviors as well as job performance. She notes that 
commitment can lead to willingness to exert extra effort on behalf of the organization. 
She also points out that values play an important part in defining commitment. This may 
also point to the importance of values-based leadership. 
 
In order to determine the effectiveness of motivating strategies and if leading-by-
example is present, four hypotheses were investigated. A conceptual model was 
developed to illustrate the relationship of the independent and dependent variables to 
each other and to these hypotheses: 
 
H1: The strategies that followers desire their leaders to display are different from the 
strategies that the followers estimate their leaders actually display. 
 
H2: There is a relationship between motivating strategies and effort such that the level 
of motivation has an effect on the level of effort. 
 
H3: There is a moderating effect of demographic characteristics (age, gender, education 
level, time in profession) on the relationship between motivating strategies and 
extra effort such that the followers’ self-reported extra effort and the followers' 
perception of leaders’ extra effort is significantly affected. 
 
H4: The followers’ perception of their leaders’ extra effort has an effect on the followers’ 
self-reported extra effort. 
 
Participants 
 
Figure 1: Relationship of Hypotheses to Independent and Dependent Variables 
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The participants for this study were professionals from LinkedIn and ListServs who have 
or have had experience reporting to a leader. LinkedIn was chosen because it is a social 
network of professionals which is not specific to any particular profession or geographic 
location. LinkedIn members have shown a willingness to participate in on-line sharing of 
information by their joining and completion of personal and professional profiles 
(Papacharissi, 2009; & Thew, 2008). ListServs were chosen because they are virtual 
discussion groups of professionals with common interests (Christie & Azzam, 2004; 
Hyman, 2002). The population was limited to professionals because professionals as 
compared to other types of workers have greater correlation between satisfaction and 
performance (Saari & Judge, 2004). Additionally, professionals, compared to other 
workers, tend to have greater latitude in how they perform their tasks.  
 
Measurements  
 
Participants for the study were invited through LinkedIn and Listserv. The study sample 
consisted of 197 responses. Approximately equal numbers of responses from male and 
female, supervisory and non-supervisory, and public and private organizations were 
received. Education levels consisted of Bachelor degrees or less. Both graduate and 
post-graduate degrees were additionally represented. A summary of the demographic 
characteristics are shown in Table 1. Column heading “N” indicates the total number of 
participants that answered the question; “n” refers to the number in the specific 
demographic; “%” is the percentage of the total answering the question in the specific 
demographic; and Chi Square p-value pertains to the equality of distribution. 
Table 1: Demographic Characteristics of Sample 
Characteristic N    n % Chi Square  
Age 197   <.001*** 
  18 - 27  10     5.08  
  28 - 37  35   17.77  
  38 - 47  51 25.89  
  48 - 57  59   29.95  
  58 - 67  33   16.75  
  68 – 77    9   4.57  
Gender 197   .101 
  Male  87 44.16  
  Female  110 55.84  
Education 197   <.001*** 
  ≤ Bachelor Degree  28 14.21  
Graduate Degree  95 48.22  
  Post-Graduate Degree  74 37.56  
Organization Level  196   .886 
  Non-supervisor   97 49.49  
  Supervisor  99 50.51  
Organization Type 153   .808 
  Private  75 49.02  
  Public  78 50.98  
Country 195   <.001*** 
  US  165 84.62  
  Non-US  30 15.38  
Union Membership 197   <.001*** 
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Note. N= Population size of those participants who responded to the question.  
N=Number of participants in specific demographic group. 
Sample frequency is expressed as % of participants who responded to the question.  
*** p < .001 Chi-square test for equality of distribution. 
 
Both desired motivation strategies and the perceptions of their leader’s displayed 
behaviors reported followers for each of the 42 items in the modified ARCS Motivation 
Instrument (Castelli, 2008).  This instrument was initially developed for instructional 
design in classroom instruction by Keller in 1983.  Additionally, eight questions were 
developed by Schwartz (2013) to measure extra effort. These items were first posed to 
  Yes  21 10.66  
  No  176 89.34  
Industry 194   <.001*** 
  Automotive  16   8.25  
  Consulting  15   7.73  
  Education  71 36.60  
  Engineering & Technical  25 12.89  
  Government  19   9.79  
  Health Care  24 12.37  
  Non-profit   6   3.09  
  Other  18   9.28  
Profession 195   <.001*** 
  Consultant  25 12.82  
  Educator  61 31.285  
  Engineering/Technical  13   6.67  
  Management  41 21.03  
  Other  30 15.38  
  Project Manager    9   4.62  
  Researcher  10   5.13  
  Student   6   3.08  
Years in Profession 195   <.001*** 
  1-10  79 40.51  
  11-20  65 33.33  
  21-30  37 18.97  
  31-40  14   7.18  
Position 193   <.001*** 
  Analyst  11   5.70  
  Consultant  14   7.25  
  Educator  50 25.91  
  Management  76 39.38  
  Other  22 11.40  
  Researcher    7   3.63  
  Technical  13   6.74  
Years in Position 197   <.001*** 
  1-10  173 87.82  
  11-20   15   7.61  
  21-30    6   3.05  
  31-40     2     .1.02  
  41-50     1     .51  
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followers to determine their self-identified extra effort; then, they were presented to 
followers to identify their perceptions of leaders extra effort. 
  
Data Analysis 
 
The data analysis employed a cross-sectional, quantitative design. The data was 
comprised of results from an on-line survey administered via Survey Monkey 
(www.SurveyMonkey.com). Descriptive statistics were used to determine frequencies, 
means, standard deviations, and standard errors of followers’ preferences for specific 
motivating strategies and frequencies of followers’ perceptions of actual motivating 
strategies by their leaders as well as levels of extra effort. Psychometric properties were 
used to determine reliability and validity of the data. Inferential statistics were used to 
test the four research hypotheses. 
 
There were two independent variables (IVs): followers’ desired motivation (DM) strategies 
and the actual motivation (AM) strategies that the followers perceived that their leaders 
displayed. These motivating strategies are identified in the 42-item ARCS model 
comprised of the four ARCS model components: attention (A), relevance (R), confidence 
(C), and satisfaction (S). The dependent variable is extra effort that followers and leaders 
expended on work tasks. A working definition of extra effort was defined as the amount 
of extra time self-reported by followers and that followers perceive their leaders are 
displaying. Moderating variables (MV) which might impact the relationship of IV and DV 
were included. The MVs included the following demographic characteristics: age, gender, 
education level, current profession, years in current profession, current position, years in 
current position, location in reference to supervisory, union membership, industry type, 
employer type, level in organizational hierarchy, and work location. 
 
Results 
 
As an index of the reliability of measurement scales, Cronbach’s alpha tests the inter-
correlations among the items comprising followers’ desired motivation strategies (DM) 
and leaders’ actual motivation strategies (AM) scales. Cronbach’s alpha can range from 
0.0 to 1.0: values ≥ 0.7 indicate acceptable reliability and values < 0.5 indicate poor 
reliability of scales with six or more items (Hinkin, 1998). Cronbach’s alpha for the entire 
desired motivation = .969 and for the entire actual motivation = .982. Cronbach’s alpha 
for the entire followers’ self-reported extra effort = .768 and for the followers’ perception 
of their leaders’ extra effort = .899.  
 
After the reliability of the two study constructs was determined using Cronbach’s alpha, 
their construct validity was evaluated using Confirmatory Factor Analysis (CFA). CFA is a 
structural equation modeling technique that tests the covariance structure of a proposed 
confirmatory model against the covariance structure found in the obtained data. 
Construct validity of the proposed model is deemed acceptable if the two covariance 
structures are considered to be equivalent (i.e., the obtained data fit the proposed 
model). Three indices of model fit were used to evaluate the CFA results: Comparative Fit 
Index (CFI), Root Mean Square Error of Approximation (RMSEA), and the ratio of chi-
square (χ2) to the degrees of freedom (df). Specifically, CFI ≥ .90, RMSEA < .08, and 
χ2/df ratio < 2 to 1 satisfy the measurement criteria for acceptable construct validity 
(Bentler, 1990; Bentler, 2007; Loehlin, 1998).  
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Table 2 includes the psychometric properties of the 42-item ARCS-DESIRED and Table 3 
shows the psychometric properties of the 42-item ARCS-ACTUAL averages for Cronbach’s 
alpha for each of the ARCS categories and each item within each category as well as the 
confirmatory factor analysis (CFA) for each of the ARCS categories and each item within 
each category for the entire sample population. All values of Cronbach’s alpha were > 
.07 indicating construct validity. These Tables also show the means and standard 
deviations for the entire ARCS Model as well as for each category and for each item 
within each category for both desired and for actual motivation strategies. Table 4 
illustrates the psychometric properties of follower self-reported extra effort and Table 5 
shows the psychometric properties of leader extra effort as perceived by followers.  
 
Table 2: Psychometric Properties of the 42-item ARCS-DESIRED 
 
ARCS Leadership Items 
Grand  
Mean
1 
SD Comp 
Mean
2 
SD Alpha
3 
Factor 
Score
4 
ARCS-Desired (PD) (42 items) 3.35   .71 140.64 29.79 .969 -- 
PD-A: Achievement (9 items) 3.12   .06   28.06     .51 .885 .952 
  Makes me feel enthusiastic about my work 3.63 1.01    .635 
  Content of work captures my attention 3.02 .015    .625 
  Makes the work seem important 3.74 1.04    .608 
  Shows my job responsibilities relate to things I know 2.66 1.07    .662 
  Uses levity as appropriate when giving direction 3.07 1.03    .553 
  Makes me feel inquisitive about my work 3.12 1.08    .741 
  Uses original or innovative techniques I find interesting 3.08 1.15    .695 
  Uses an interesting variety of instruction techniques 2.66 1.06    .752 
  Curiosity is often stimulated by questions or problems 3.10 1.13    .736 
PD-R: Relevance (12 items) 3.35   .05  40.14    .64 .894 .995 
  Information I learn will be useful to me 3.26 1.09    .590 
  Allow time for implementation of direction given 3.84 1.03    .591 
  Benefit from knowledge acquired in workplace 3.09 1.03    .790 
  Actively participate in meetings at work 3.47 1.07    .560 
  Positive role models presented at work 3.22 1.18    .725 
  Is flexible to meet my needs in work assignments 3.71 1.03    .547 
  Professional benefits of my work made clear 3.06 1.13    .731 
  Challenge level is about right 3.39 1.10    .671 
  Have some input or choice in projects and assignments 3.72 1.06    .622 
  Get a chance to work with other people 3.98 1.14    .596 
  Content relates to my expectations/goals 3.28 1.06    .671 
  Personally benefit from what I learn at work 2.88 1.10    .705 
 PD-C: Confidence (12 items) 3.46 .06 41.55 .68 .904 .963 
  Helps me feel confident that I can do well 3.60 1.08    .662 
  Makes me feel I have the ability to succeed 3.66 1.07    .669 
  Builds my self esteem 3.26 1.14    .590 
  Whether or not I succeed is up to me 3.88 1.15    .581 
  Creates a relaxed atmosphere 3.57 1.06    .496 
  Requirements for success are made clear to me 3.63 1.08    .711 
  Frequent opportunities to succeed 3.61 1.10    .777 
  Helps me believe I can succeed if I try hard 3.08 1.18    .710 
  Get enough timely feedback 3.39 1.10    .752 
  Demonstrates proper skills 3.40 1.13    .622 
  Direction is non threatening 3.95 1.12    .535 
  Direction designed so that everyone can succeed 3.61 1.18    .663 
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Note. Psychometric properties conducted on ARCS-ACTUAL data from N = 197 business professionals. 
Confirmatory factor analysis (CFA): χ2 = 2045.272, df = 810, p < .001; RMSEA (90% CI) = .088 (.083-
.093); CFI = .773.
1 
Grand mean of the 42 ARCS items, 9 A items, 12 R items, 12 C items, and 9 S items 
where each item is measured on a 5-point Likert scale, 1 = rarely or never, 5 = always.
2 
Composite mean 
of the items.
3 Cronbach’s alpha reliability index of internal consistency.4 Factor loading scores from CFA 
index of construct validity significant at p < .05. 
 
Table 3:  Psychometric Properties of the 42-item ARCS-ACTUAL 
 
 
ARCS Leadership Items 
  Grand  
  Mean
1 
SD Comp 
Mean
2 
SD Alpha
3 
Factor 
Score
4 
ARCS-Actual (PA) (42 items) 3.04 .06 127.75 37.18 .982 -- 
 PA-A  (9 items) 3.04 .06 25.39 .57 .921 .953 
  Makes me feel enthusiastic about my work 2.99 1.02    .840 
  Content of work captures my attention 2.65 1.12    .778 
  Makes the work seem important 3.37 1.14    .756 
  Shows my job responsibilities relate to things I know 2.69 1.10    .677 
  Uses levity as appropriate when giving direction 3.05 1.14    .854 
  Makes me feel inquisitive about my work 2.94 1.10    .746 
  Uses original or innovative techniques I find 
  interesting 
2.49 1.17    .776 
  Uses an interesting variety of instruction techniques 2.42 1.12    .764 
  Curiosity is often stimulated by questions or problems 2.88 1.15    .813 
 PA-R (12 items) 3.11 .06 37.38 .76 .931 .995 
  Information I learn will be useful to me 2.60 1.10    .723 
  Allow time for implementation of direction given 3.41 1.10    .551 
  Benefit from knowledge acquired in workplace 2.81 1.11    .784 
  Actively participate in meetings at work 3.63 1.10    .565 
  Positive role models presented at work 3.03 1.25    .783 
  Is flexible to meet my needs in work assignments 3.47 1.17    .654 
  Professional benefits of my work made clear 2.87 1.20    .846 
  Challenge level is about right 3.16 1.17    .760 
  Have some input or choice in projects and  
  assignments 
3.19 1.18    .697 
  Get a chance to work with other people 3.38 1.15    .562 
  Content relates to my expectations/goals 2.97 1.45    .816 
  Personally benefit from what I learn at work 2.67 1.19    .865 
 PA-C (12 items) 3.19 .07 38.27 .81 .938 .983 
  Helps me feel confident that I can do well 3.20 1.20    .827 
  Makes me feel I have the ability to succeed 3.36 1.24    .843 
  Builds my self esteem 3.01 1.22    .832 
  Whether or not I succeed is up to me 2.98 1.24    .492 
PD-S: Satisfaction  (9 items) 3.32 .06 29.89 .53 .893 .983 
  Gives me a lot of satisfaction 2.99 1.15    .726 
  Can set/achieve high standards of excellence 3.63 1.10    .779 
  Recognition for my work is fair 3.34 1.23    .631 
  Leader's evaluation matches mine 3.34 1.14    .649 
  Helps me to accomplish my personal goals 3.76 1.05    .696 
  Feel satisfied with how department is run 3.38 1.02    .623 
  Get enough recognition through feedback 3.41 1.10    .706 
  Amount of work is appropriate 3.11 1.09    .705 
  Feel satisfied with what I learn 2.89 1.13    .714 
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  Creates a relaxed atmosphere 3.41 1.22    .607 
  Requirements for success are made clear to me 3.04 1.19    .762 
  Frequent opportunities to succeed 3.02 1.23    .823 
  Helps me believe I can succeed if I try hard 3.09 1.29    .817 
  Get enough timely feedback 2.82 1.19    .810 
  Demonstrates proper skills 3.11 1.16    .778 
  Direction is non threatening 3.84 1.19    .663 
  Direction designed so that everyone can succeed 3.26 1.16    .796 
PA-S (9 items) 2.98 .07 26.81 .65 .947 .985 
  Gives me a lot of satisfaction 2.72 1.17    .836 
  Can set/achieve high standards of excellence 3.17 1.25    .840 
  Recognition for my work is fair 2.97 1.18    .766 
  Leader's evaluation matches mine 3.02 1.17    .799 
  Helps me to accomplish my personal goals 3.22 1.18    .722 
  Feel satisfied with how department is run 2.97 1.15    .800 
  Get enough recognition through feedback 2.95 1.17    .869 
  Amount of work is appropriate 2.91 1.25    .844 
  Feel satisfied with what I learn 2.82 1.18    .868 
 
Note. Psychometric properties conducted on ARCS-ACTUAL data from N = 197 business professionals. 
Confirmatory factor analysis (CFA): χ2 = 2212.848, df = 808, p < .001; RMSEA (90% CI) = .094 (.089-
.099); CFI = .826.
1 
Grand mean of the 42 ARCS items, 9 A items, 12 R items, 12 C items, and 9 S items 
where each item is measured on a 5-point Likert scale, 1 = rarely or never, 5 = always.
2 
Composite mean 
of the items.
3 Cronbach’s alpha reliability index of internal consistency.4  Factor loading scores from CFA 
index of construct validity significant at p < .05. 
 
Table 4: Psychometric Properties of Follower Self-Reported Extra Effort 
 
Follower Extra Effort Items 
Grand  
Mean
1 
SD Comp 
Mean
2 
SD Alpha
3 
Factor 
Score
4 
Follower Extra Effort (8 items) 3.09 .05 24.72 .40 .768 -- 
  I arrive early to work. 3.40 1.04    .146 
  I stay late at work. 3.55 .92    .464 
  I work weekends. 2.96 1.05    .752 
  I work on holidays. 2.50 1.09    .694 
  I work through lunch. 3.36 1.14    .411 
  I take less vacation than provided. 2.83 1.43    .495 
  I reschedule vacation time to … 2.61 1.19    .535 
  I work from home. 3.44 1.20    .769 
 
Note. Psychometric properties conducted on FOLLOWER EFFORT data from N = 197 business 
professionals. Confirmatory factor analysis (CFA): χ2 = 290.818, df = 100, p < .001; RMSEA (90% CI) = 
.098 (.085-.112); CFI = .872.
1 
Grand mean of the 8 FOLLOWER EFFORT items where each item is 
measured on a 5-point Likert scale, 1=rarely or never, 5=always.
2 
Composite mean of the items.
3 
Cronbach’s alpha reliability index of internal consistency.4 Factor loading scores index of construct 
validity from CFA significant at p < .05. 
 
 Table 5: Psychometric Properties of Leader Extra Effort Perceived by Follower 
 
Leader Extra Effort Items as Perceived by 
Follower 
Grand  
Mean
1 
SD Comp  
Mean
2 
SD Alpha
3 
Factor 
Score
4 
Leader Extra Effort (8 items) 2.74 .07 22.03 .54 .899 -- 
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  My leader arrives early to work. 3.14 1.17    .416 
  My leader stays late at work. 3.10 1.19    .609 
  My leader works weekends. 2.79 1.26    .823 
  My leader works on holidays. 2.29 1.18    .792 
  My leader works through lunch. 2.80 1.33    .719 
  My leader takes less vacation than provided. 2.38 1.27    .739 
  My leader reschedules vacation time. 2.43 1.19    .815 
  My leader works from home.  3.11 1.22    .803 
 
Note. Psychometric properties conducted on FOLLOWER EFFORT data from N = 197 business 
professionals. Confirmatory factor analysis (CFA): χ2 = 290.818, df = 100, p < .001; RMSEA (90% CI) = 
.098 (.085-.112); CFI = .872.
1 
Grand mean of the 8 FOLLOWER EFFORT items where each item is 
measured on a 5-point Likert scale, 1 = rarely or never, 5 = always.
2 
Composite mean of the items.
3 
Cronbach’s alpha reliability index of internal consistency.4 Factor loading scores index of construct 
validity from CFA significant at p < .05. 
 
Discussion 
 
This study suggests that followers believe their leaders are not providing the motivating 
strategies that they desire. For 39 of the 42 items in the modified ARCS instrument, 
leaders provided less motivation than desired by followers. However, there were some 
similarities in the three top-ranked items, for desired and for actual leader behaviors, in 
each of the four ARCS categories. Followers also perceived that they exert more extra 
effort than do their leaders. However, the three top-rated items for both followers’ and 
leaders’ extra effort were the same.  
 
The three demographics which had the most effect on extra effort were gender, age, and 
education level. Gender was significant to p = .025, with females perceiving more actual 
motivation from their leaders than do males and males reporting exerting more extra 
effort than females report. Age was significant to p = .020, with a trend towards a 
decrease in desired motivation and a decrease in perceived actual motivation with 
increasing age and a trend towards an increase in followers’ self-reported extra effort 
with increasing age. Education was significant at p < .001 with respondents with higher 
education levels having more self-reported extra effort as well as perceiving more leader 
extra effort. 
 
There was no significant effect of motivation strategies on follower extra effort. However, 
there was a significant effect of actual motivation on follower perception of leaders’ extra 
effort with p < .001. There was also a significant effect of follower perception of leader 
extra effort on follower extra effort with p = .001. 
 
Implications 
 
There are three key items that current and potential leaders should “take away” from 
this research. First, followers’ perceptions that leaders do not display the level of 
motivation that the followers desire to motivate them to exert extra effort. Second, the 
amount of extra effort leader’s display affects the level of the extra effort of the 
followers. Third, followers perceive that their leaders do not exert as much extra effort as 
they exert. Based on these implications, applications for leaders to improve their 
motivation strategies are addressed.  
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Applications for Leaders 
 
The current study found that leaders are not providing motivation strategies their 
followers desire and uncovered the three most desired motivation strategies for each of 
the ARCS categories.  The result of this research identifies actions that leaders can take 
in each of the four ARCS categories (attention, relevance, confidence, and satisfaction) 
to improve follower effort in performance situations. These actions are described below 
and summarized in Table 6. 
 
The attention category is a factor for both desired and actual motivation in increasing 
follower effort. Motivating strategies that capture the follower’s interest and attention 
should be incorporated. Utilizing a variety of coaching techniques which include 
feedback on performance is also important. Striving to make the follower feel 
enthusiastic about the challenges of their tasks may also enhance effort. Motivating 
strategies leaders can employ in the attention category include: 
 
 Capture followers’ attention by providing challenging tasks. Use an interesting 
variety of coaching techniques that provide feedback on performance showing 
how they contribute to organization success (Castelli, 2008).  
 Consider interest of the followers when assigning tasks (Reiss, 2004).  
 Explain to followers how their work contributes to organizational goals and 
objectives (Hughes et al, 2002; Reiss; 2004).  
 Allow followers the opportunity to help others by sharing the experience they have 
gained in other work tasks (Castelli, 1994; Reiss, 2004).  
 Help followers to view their work as important (Castelli, 2008).  
 
The relevance category is critical for both desired and actual motivation of followers. 
Followers must understand the relevance of their tasks and connect these to the 
organization’s goals. Followers reported that appropriate challenge levels and working 
with others were also viewed as important. The finding “leader viewed as a positive role 
model” was rated high by all respondents which reinforces the principles of value-based 
leadership, specifically the attributes of promoting a strong sense of values and ethics 
which is critical for effective leadership (Viinamäki, 2012a). Further, followers tend to 
emulate their leaders’ actions and behaviors which are consistent with the findings of 
this study. Motivating strategies leaders can employ in the relevance category include: 
 
 Clearly define the tasks and goals to ensure followers understand the connection 
between tasks and the organization’s goals (Demerouti et al., 2001; Hughes et 
al., 2001).  
 Leaders should help followers design tasks to align with their professional goals 
(Carland et al., 1995; Westlund & Hannon, 2008).  
 Allow follows to choose some of their own tasks (Carland et al., 1995; Westlund & 
Hannon, 2008).  
 Let followers have input into the design of their tasks (Demerouti et al., 2001; 
Hughes et al., 2001).  
 
The confidence category is significant for both desired and actual motivation of 
followers. A leader’s ability to build followers’ self-esteem, through increased confidence, 
is viewed as vital. Consistency should also be maintained in order to produce ongoing 
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effort and to sustain interest. Further, Castelli’s (2008) research showed that both 
interest and effort may decline for both groups if the leader fails to establish trust or 
undermines the capabilities of the followers’ worth. Motivating strategies leaders can 
employ in the confidence category include: 
 
 Leaders should encourage and promote creativity in task completion (Kea, 2008).  
 Allow followers automony and input into how a task can be accomplished 
(Demeroutiet al., 2001; Kea, 2008).  
 Provide opportunties to promote and build trust with followers (Castelli, 2008). 
 Build followers’ self-esteem with praise and positive feedback (Castelli, 2008).  
 State requirements for success clearly (Castelli, 2008). 
 Provide followers opportunities to succeed by providing required resources 
(Kunzmann et al., 2009).  
 Serve as role models by encouraging participation, communication, image and 
perceptions, and the integration of values (Viinamäki, 2012a). 
 Promote trust in followers by engaging in productive conflict. Conflict makes 
decision-making easier, since leaders know that they’ve heard the opinions of 
employees (Kraemer, 2011). 
 
The satisfaction category is important in order to facilitate continuing motivation for both 
desired and actual motivation.  Research by Graber and Kilpatrick (2008) showed that 
leaders who fail to reward followers or uphold the organization’s values lead to lack of 
motivation, loss of job satisfaction, and commitment to the organization. Additionally, 
ensuring an appropriate workload is important to motivation. Results suggest that effort 
may be contingent upon the personal satisfaction obtained from the learning experience. 
Therefore, projects and tasks should be designed to meet the personal needs of the 
follower. Motivating strategies leaders can employ in the satisfaction category include: 
 
 Set appropriate challenge levels including workload and acknowledge a job well 
done (Castelli, 2008). If the demands of the task, such as skills required, are 
beyond the capability of the follower, this could result in excessive psychological 
stress on the follower resulting in burn out or other negative results (Demerouti et 
al., 2001). 
 Set specific difficult goals that meet SMART (specific, measurable, achievable, 
relevant, and time-based) criteria (Bibu & El Moniem, 2011; Morgan & Jardin, 
2010).  
 Assign tasks that meet followers‘ personal and professional growth goals (Carland 
et al., 1995; Reiss, 2004; Westlund & Hannon, 2008).  
 Provide rewards that are of value to followers for meeting specific goals (Bibu & El 
Moniem, 2011; Morgan & Jardin, 2010).  
 Uphold the organization’s values and provide positive reinforcement for desired 
behaviors (Graber and Kilpatrick, 2008). 
  
Table 6: Top-Ranked ARCS Items and Motivation Actions 
ARCS Leadership       Leaders’ Motivating                  Literature Support 
Items                                Strategies 
Attention (Top-ranked items) 
Makes me feel Capture followers’ attention by Castelli, 2008 
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enthusiastic about my 
work. 
 
Makes the work seem 
important. 
 
Makes me feel 
inquisitive about my 
work. 
providing challenging tasks. 
 
Consider interest of the follower’s 
when assigning tasks.  
 
Use an interesting variety of 
coaching techniques that provide 
feedback on performance. 
 
Explain how followers‘ work 
contributes to organizational goals 
and objectives. 
 
Allow followers the opportunity 
share their experience and help 
others through coaching and 
mentoring. 
 
Help to view work as important. 
 
Carland et al., 1995; Jelavic & 
Ogilvie, 2010; Reiss, 2004; Shek & 
Sia, 2007, Westlund & Hannon, 
2008 
 
Carland et al., 1995, Castelli, 2008, 
Fortune et al., 2005 
 
Ambrose & Kulick, 1999, Hughes 
et al, 2002; Reiss; 2004 
 
Carland et al., 1995; Castelli, 1994; 
Jelavic & Ogilvie, 2010; Reiss, 
2004; Shek & Sia, 2007; Westlund 
& Hannon, 2008 
 
Castelli, 2008;  Fortune et al., 2005 
Relevance (Top-ranked items) 
Allow time for 
implementation of 
direction given 
 
Is flexible to meet my 
needs in work 
assignments. 
 
Have some input or 
choice in projects and 
assignments. 
Design tasks so that followers are 
able to achieve personal goals.  
 
Allow followers to choose some 
of their own tasks.  
 
Allow followers input into the 
design of the task. 
 
Allow followers to define the task 
goals. 
Carland et al., 1995; Westlund & 
Hannon, 2008 
 
Carland et al., 1995; Westlund & 
Hannon, 2008 
 
Demeroutiet al., 2001; Hughes et 
al., 2001; Kamery, 2003 
 
Demeroutiet al., 2001; Hughes et 
al., 2001 
Confidence (Top-ranked items) 
Makes me feel I have 
the ability to succeed. 
 
Whether or not I 
succeed is up to me. 
 
Direction is non-
threatening.  
Provide opportunity to display 
creativity in task completion. 
 
Allow followers some input into 
how tasks are to be accomplished. 
 
Provide opportunity for autonomy 
in tasks.  
 
Build followers‘ self-esteem.  
 
Clearly state requirements for 
success.  
 
Provide followers opportunity to 
succeed. 
Kea, 2008 
 
Demeroutiet al., 2001; Hughes et 
al., 2001; Piccolo and Colquitt, 
2006 
 
Kea, 2008 
 
Carland et al., 1995; Castelli, 2008; 
Jelavic & Ogilvie, 2010; Shek & 
Sia, 2007 
 
Bibu & El Moniem 2011; Castelli, 
2008 
 
Castelli, 1994; Kunzmann et al., 
2009 
Satisfaction (Top-ranked items) 
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Can set/achieve high 
standards of excellence. 
 
Helps me to accomplish 
my personal goals. 
 
Get enough recognition 
through feedback. 
Set appropriate challenge levels. 
 
Set specific difficult goals.  
 
Goals that meet SMART 
(specific, measurable, achievable, 
relevant, and timely) criteria.  
 
Assign tasks that meet followers‘ 
professional growth goals.  
 
Provide rewards that are of value 
to followers for meeting specific 
goals. 
 
Provide positive reinforcement for 
desired behaviors.  
 
Assign appropriate workload.  
 
Explain how tasks can help meet 
professional goals. 
Castelli, 2008 
 
Bibu & El Moniem, 2011; Morgan 
& Jardin, 2010 
 
Bibu & El Moniem, 2011; Morgan 
& Jardin, 2010 
 
Carland et al., 1995; Westlund & 
Hannon, 2008 
 
Bibu & El Moniem, 2011; Hughes, 
et al., 2001; Morgan & Jardin, 2010 
 
Bass, 2008; Hughes, et al., 2012; 
Locke & Latham, 1990 
 
Castelli, 2008 
 
Hughes et al, 2002; Reiss; 2004 
 
 
Limitations and Recommendations for Future Research 
 
A variety of limitations constrain the results of this study. First, the nature of the study 
asks for perceptions. Followers are asked for their perceptions of their leaders’ desired 
and displayed levels of effort.  Therefore, the perceptions regarding one’s work and the 
work of one’s superior (leader), could bias perceptions and there may be a tendency to 
overestimate or underestimate another’s efforts.  
 
This study is a “snap-shot in time” of participants’ perceptions. It is not known how 
participants’ views might evolve over time. While analysis was conducted regarding 
perceptions versus age, these are still at a point in time. As an example, considering the 
extremes in age, participants in the 18–27 age group are from a very different 
generation from those in the 68-77 age group. There may be generational differences 
that were not considered. Similarly, the ages of participants are the time in position 
(experience) and there may be generational differences among those with differing time 
in their positions. 
 
It was shown that level of education has significance in predicting the dependent 
variables. However, there may be other considerations with regard to education. It is not 
known if participants attended public or private universities or if this might have an 
effect on motivation. Additionally, how education was paid for was not considered. An 
individual who works full-time and attends university part-time may have an entirely 
different set of values (work ethic) than a person who attends university full-time. 
Similarly, a person who self-finances his or her education may have a different 
perspective than one who has outside financing — whether by an employer, scholarship, 
or other means. And, those with higher education may also be older and/or have more 
time in position and/or profession. 
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It is not known if the current economic climate might be impacting willingness to exert 
extra effort. In the midst of an extended period of high unemployment, there may be 
added incentives or pressures to exert extra effort due to fears of job loss. The same 
conditions could bias followers’ perceptions of their leaders’ motivating strategies 
and/or extra effort.  
 
There was not consideration for added incentives for extra effort. Added incentives could 
be financial through immediate additional compensation or delayed additional 
compensation such as bonuses or stock options. Non-financial compensation may also 
be possible through additional time off or considerations for future advancement. 
 
It was shown that desired motivation and/or actual motivation alone do not adequately 
act as predictors of either followers’ self-reported extra effort or leaders’ extra effort 
perceived by followers. It was also indicated that some demographic characteristics act 
as predictors of followers’ self-reported extra effort or leaders’ extra effort perceived by 
followers. There should be further study to determine the combined effects of multiple 
demographic characteristics. 
 
Suggestions for future research include: 
 
1. Repeat study from leaders’ perspective in order to compare followers’ and 
leaders’ perspective on what constitutes effective motivation strategies and 
determine if there is a significant difference. 
2. Repeat research with non-professionals in order to determine if professionals and 
non-professionals desire different motivation strategies.  
3. Repeat with leaders of non-professionals to determine differences between 
leaders and followers.  
4. Then compare this study with results of item 2 to determine if professionals and 
non-professionals differ in their desired motivation strategies. 
5. Compare Items 1 and 3 to determine if leaders view effective motivation 
strategies of professional and non-professionals differently. 
6. Investigate the impact of negative strategies such as leaders’ threats and 
punishments.  
7. Determine effects of extra effort over long time periods such as fatigue affecting 
quality of work produced. 
8. Determine whether the level of concordance between desired motivation and 
actual motivation have any significant effect on extra effort. 
 
Conclusion 
 
First, it was shown that motivating strategies that followers desire are not being met by 
the motivation strategies that their leaders display. This finding indicates that leaders 
need to make a greater effort to understand what followers desire in motivation. 
Demonstrating the motivating strategies that followers desire could help followers to 
exert extra effort which may lead to improved performance in the workplace. 
 
Second, this study showed the interactional effects of certain demographic 
characteristics on desired motivation, actual motivation, follower self-reported extra 
effort, and leader extra effort as perceived by followers. Knowing which follower 
demographics tend to exert extra effort may help leaders to determine which followers 
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need additional motivation and which followers will exert extra effort regardless of the 
level of motivation received. This can help leaders to devote their resources to the 
followers who require the most attention via motivating strategies. 
 
Third, this study showed a significant positive relationship between followers’ perception 
of leaders’ extra effort and followers’ self-reported extra effort. Additionally, it 
demonstrated a significant positive relationship between followers’ self-reported extra 
effort and followers’ perception of leaders’ extra effort. These two findings indicate that a 
correlation between leader extra effort and follower extra effort.  Therefore, one could 
conclude that a leader’s extra effort is a predictor of a follower’s extra effort and that 
followers’ observation of leaders’ behaviors may be sufficient motivation for some 
followers.  
 
Fourth, followers look to leaders as role models for the organizations they serve.  
Therefore, it behooves leaders to practice the behaviors that they expect from their 
followers. Practicing values-based leadership ‒ specifically encouraging open 
communications and feedback and increasing followers’ self-confidence by building trust 
‒ helps promote an ethical work environment.   
 
Two key contributions of this study that could be inferred from the results are that:  
 
1. Leaders need to be more aware of motivating strategies that their followers 
desire and strive to meet them.  
2. Leaders need to realize that their leadership status places them in a position of a 
role model where their followers may look to them as an example of how much 
effort to exert. 
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Introduction 
 
From the beginning of human history, there have been people whose existence has 
indelibly and tremendously impacted others by virtue of their distinct roles in life. One 
such person was John Paul II, the visible leader of the Roman Catholic Church, whose 
papacy extended from October 16, 1978 to April 2, 2005. In “Witness to Hope: The 
Biography of Pope John Paul II,” George Weigel (2001), a papal biographer, provides a 
profound insight into the life of the late pope. The leadership qualities described in the 
book will constitute the narrative frame of reference for this analysis. In other words, this 
paper will rely largely on Weigel’s biographical insights in analyzing and evaluating the 
leadership qualities of John Paul II.  
 
The purpose of this paper is to reflect on how John Paul II, former Bishop of Rome and 
head of the Roman Catholic Church worldwide, used his power base (French & Raven as 
cited in Podsakoff & Schriescheim, 1985) to distinguish himself in his pontificate as a 
value-based, authentic, and positive leader. Aligned with this purpose, the goal is to 
understand and construct meaning from an account of a leader who wielded 
considerable influence globally and who enjoyed much popularity among many people 
irrespective of culture or creed. An understanding of how he reordered his numerous 
disorienting dilemmas (Mezirow & Taylor, 2009) could benefit leadership in the 21st 
century. In particular, his pastoral style could serve as a frame of reference in evolving a 
Christo-centric paradigm of leadership in the Church. 
 
Abstract 
Throughout the course of human history, there have been individuals whose lives 
have transformatively impacted entire generations In the Catholic Church. One such 
person was Pope John Paul II. This paper attempts to designate him as an effective 
leader by analyzing his personal life, pastoral engagements, and relationships with 
others through the lens of value-based, authentic, and positive leadership. The 
resources for this analysis were based on documents and archival materials. Upon 
analyzing the data, it was concluded that John Paul II’s pontificate was an era of 
effective leadership. From this conclusion, the implications for contemporary leaders 
at different levels and contexts were examined.  The recommendation for possible 
research on the subject focuses on ways of modeling pastoral leadership in the 
Church after the late pope’s works, edicts, and everyday actions. 
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In the course of this analysis, comments and testimonies about John Paul II’s pontificate 
will be explored and evaluated to determine whether his leadership qualities relate to 
the value-based, authentic, and positive leadership qualities of an effective leader. This 
process involved identifying and categorizing from existing documents those leadership 
qualities that characterized the pope’s life and pastoral engagements.. The data has 
been categorized into themes in a search for commonalities between the pope’s 
leadership qualities and the three qualities of effective leadership under consideration. 
The resultant discussion focuses on the impact of John Paul II’s leadership and its 
implications for the 21st century world generally, and for the Church, specifically.   
 
It should be noted from the outset that any leadership qualities associated with Pope 
John Paul II has been validated on the basis of triangulation. Three questions guide this 
analysis. Firstly, how effective was the leadership of Pope John Paul II in his pontificate? 
Secondly, what evidence is there to substantiate such claim?  And lastly, if true, what are 
the implications of the pope’s leadership style for contemporary leaders in the workplace 
and in governance? 
 
Historical Background 
 
Based on Weigel’s (2001) account (again, which constitutes the primary source in this 
narrative), John Paul II was born in Wadowice, Poland on May 18, 1920 and was given 
the name Karol Jozef Wojtila. His upbringing was beset by many personal and socio-
political tragedies from childhood. He lost his mother when he was eight years old. He 
then lost his older brother and only sibling when he was twelve. In 1939, Germany 
invaded Poland and polluted the socio-political climate of his homeland with Nazism. In 
1941, he lost his father — the last surviving member of his immediate family — at the 
age of twenty-one.  
 
Despite these tragic experiences, Karol Jozef Wojtila decided to become a priest. He 
clandestinely began his priestly formation for the Archdiocese of Krakow in 1942. As the 
German Occupation of Poland ended in January of 1945, the Red Army arrived from 
Russia and replaced the Nazi rule with Communist manifesto. Undeterred, he continued 
in the pursuit of his priestly vocation and was ordained on November 1, 1946.  
 
In 1958, he was ordained auxiliary bishop of Krakow and in 1962, was appointed 
temporary administrator of the Archdiocese of Krakow. From 1962 to 1965, he took 
active part in the proceedings of the Second Vatican Council in Rome where he made 
positive contributions to different topics that bear on the life and mission of the Church. 
In 1964, he was installed as the Archbishop of Krakow and in 1967, he was created a 
Cardinal by Pope Paul VI.  
 
On October 16, 1978, he was elected pope and he took the name John Paul II. Notably, 
he was the 264th pope and the first non-Italian in 455 years. His pontificate lasted until 
April 2, 2005. In other words, he served as pope for almost twenty-seven years. His term 
of service as pope is the focus of this paper which will be explored from the theoretical 
perspectives of value-based, authentic, and positive models of leadership. 
 
Value-Based, Authentic, and Positive Leadership Models 
 
Leadership goes beyond a series of behaviors and actions to include emotional 
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connections, interpersonal relationships, integrity, and concern for others (Nahavandi, 
2012). This is even more important and necessary in the pastoral context which entails 
“spiritual guidance and development, restoration, care, correction, protection, unity, and 
encouragement of parishioners” (Carter, 2009, p. 261). Therefore, more than being task-
oriented, the leader must be person-oriented and seek to establish a bond between 
himself and his followers in order to enhance follower commitment and achievement of 
organizational goals (May-Chiun, Ramaya, de Run, & Voon, 2009). Within the context of 
religion, a person and relationship oriented approach to leadership may be an effective 
and a viable strategy for evangelization. 
  
Value-Based Leadership 
 
“Values are important to understanding leadership because they explain the focus and 
direction of people’s actions” (Fernandez & Hogan, 2002, p. 25). It is closely related to 
spirituality and both refer to a meaningful inner life that influences people’s beliefs and 
actions (Nahavandi, 2012). Value-based leadership recognizes the interconnectedness 
between persons and their shared values (Graber & Kilpatrick, 2008; Prilleltensky, 
2000).  
 
Spiritual leaders and followers develop an altruistic culture that translates into 
organizational transformation and mutual care by tapping into their basic values. As 
outlined in Table 1, these values include integrity, love, hope, humility, faith, honesty, 
and self-awareness (Fernandez, Hogan, 2002; Nahavandi, 2012). Value-based 
leadership also requires ingenuity (Nahavandi, 2012). This implies the leader’s ability to 
innovate and adapt as well as the willingness to explore new opportunities. Lastly, it calls 
for heroism which is the willingness to take risks and make the best of every situation 
(Nahavandi, 2012).  
 
Authentic Leadership 
 
Closely associated with value-based leadership is authentic leadership. Northouse 
(2010) provides three perspectives of this leadership model. From an intrapersonal 
perspective, it focuses on the leaders’ self-concepts and how these self-concepts are 
expressed in what they do. Developmentally, it can be nurtured over time. From an 
interpersonal perspective, it is relational. It involves mutual interactions between leaders 
and followers.  
 
Authentic leaders require the same type of self-awareness and moral authority as 
described in value-based leadership. They have to understand and develop their 
personal strengths (Nahavandi, 2012; Northouse, 2010). “Authentic leaders display high 
degree of integrity, have deep sense of purpose, and committed to their core values” 
(Hassan & Ahmed, 2011, p. 750). As shown in Table 1, criteria defining such leadership 
include genuineness, conviction, originality, value-based actions, moral authority, self-
discipline, and transparency (Champy, 2009; Hassan & Ahmed, 2011; Nahavandi, 2012; 
Northouse, 2010).  
 
George (as cited in Northouse, 2010) developed five dimensions of authentic leadership 
and their traits: purpose — which they pursue passionately; values — by which they 
behave toward others; relationships — by which they are connected to others; self-
discipline — which helps them keep cool, calm, and consistent in times of stress; and 
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compassion —which makes their hearts reach out to others. These characteristics form 
the basis of authentic leadership. 
 
Positive Leadership 
 
This leadership model is rooted in positive psychology (Lopez & Snyder as cited in 
Nahavandi, 2012). It is also based on the concept of positive organizational behavior 
(Cameron, Dutton, & Quin; Luthans as cited in Nahavandi, 2012). Instead of focusing on 
the negative and seeking to correct weaknesses, it focuses on “what is right, on things 
that make life worthwhile, and on human strengths” (Seligman, 1998; Snyder & Lopez 
as cited in Nahavandi, 2012, p. 201). Restating Cameron, Snyder, and Lopez’s 
characteristics of positive leadership, Nahavandi (2012) stresses that positive leaders 
are optimistic. They encourage positive deviance in terms of promoting outstanding 
results that precipitate positive change. They focus on success instead of  failure. They 
create a climate that makes people thrive. They retain relationships that nourish. They 
are good communicators and neutralize negativity in a timely manner. These 
characteristics of positive leadership are articulated in column 3 of Table 1. 
 
Table 1: Characteristics of Value-Based, Authentic, and Positive Leadership 
 
Value-Based Authentic Positive 
Integrity 
Love 
Hope 
Humility 
Faith 
Honesty 
Self-awareness 
Ingenuity 
Heroism 
 
Genuineness 
Conviction 
Originality 
Value-based actions 
Moral authority 
Self-discipline 
Transparency 
Purpose 
Relationship 
Compassion 
 
Optimism 
Encouraging attitude 
Focusing on strengths 
Positive attitude 
Fostering good relationships 
Productive communications 
Timely response to negativity 
Leadership Qualities of John Paul II 
 
In the prologue of his biographical account of Pope John Paul II, Weigel (2001) made the 
following comments,  
 
The pontificate of Pope John Paul II has been one of the most important in centuries, for the 
church and for the world. Some would argue that John Paul II has been the most 
consequential pope since the Reformation and Counter-Reformation in the sixteenth century. 
As that period defined the Catholic Church’s relationship to an emerging modern world, so 
the Second Vatican Council and the pontificate of John Paul II have laid down a set of 
markers that will likely determine the course of world Catholicism well beyond “modernity” 
and into the third millennium of Christian history (p. 4). 
 
Following this statement, he continued to present John Paul II as an exceptional 
historical figure whose outstanding contributions to the modern world have been lauded 
by many institutions and influential persons both within and outside the Church including 
Time magazine, which named the pope “Man of the Year” in 1994; Mikhail Gorbachev, 
who acknowledged his indispensable contributions in bringing the Cold War to a 
peaceful end; and Fidel Castro, who said unobtrusively that his first meeting with John 
Paul II felt like a family reunion. Others include the pope’s close associates within the 
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Church, who, in spite of their disagreements on his administrative style, admitted that he 
was a man whose life radiated personal sanctity, kindness, and attentiveness.  
 
In verifying these claims, the pope’s pastoral assessment will be divided into three 
categories following Northouse’s (2010) tripartite dimensions of authentic leadership. 
Accordingly, the intrapersonal dimension will be typified by his personal values. The 
developmental perspective will be epitomized by his pastoral activities.  Finally, the 
interpersonal perspective will be exemplified by his relationships with people. 
 
Personal Values   
 
The literature describes John Paul II as a pro-life advocate, a person who promoted 
respect for the dignity and sanctity of the human life, and who courageously fought for 
the right of all to live from conception to natural death. As pope, he continuously made 
pronouncements against abortion and the use of artificial birth control (Ioannes Paulus 
PP. II, 1995; Noonan, 2005). In Evangelium Vitae or The Gospel of Life, he addressed 
women directly on the issue of abortion exhorting them to “reconcile people with life” 
(Ioannes Paulus PP. II, 1995, No. 99). Concerned about the conditions of the 
underprivileged and the voiceless around the world, he courageously denounced the 
disparity and poverty that exist globally. He equally condemned the manipulation of the 
materially poor countries by the affluent west and challenged the developed nations on 
the issue of international debts (Jones, 2005; Gorski, 2002; Noonan, 2005).  
 
The theological foundation for his firm stance on social justice was the notion of Imago 
Dei which holds that everyone was created in the image and likeness of God. This 
implies that everyone should be treated with dignity and respect (Coughlin, 2003; 
Formicola, 2005; Noonan, 2005). In the same vein, he fought strenuously for Polish 
liberation from Communist control and the democratization of the entire Eastern 
European countries (Appleby, 2000; Coughlin, 2003; Gorski, 2002; Jones, 2005; Klekot, 
2007; Noonan, 2005; Weigel, 2001). Having experienced the trauma of oppression and 
subjugation in the Nazi and communist occupations of his homeland (Weigel, 2001), he 
was an ardent promoter of social justice and addressed the problem of corruption in 
every totalitarian country he visited throughout Africa, Asia, Eastern Europe, and Latin 
America (Formicola, 2005; Gorski, 2002; Stricker, 2001).  
 
What stood out in the pope’s quest for justice and equality was his strong sense of 
solidarity.  He distinguished himself on many fronts as a true Christian humanist who laid 
strong emphasis on the need for people to connect with one another as members of the 
same human family. His conviction was that humanity cannot realize its hope unless 
they operate within a network of solidarity and collaboration (Appleby, 2000; Noonan, 
2005; Weigel, 2001).  
 
Despite the difficulties and tragedies he witnessed in the world, John Paul II kept his 
optimism and would not settle for a cheap solution. He exemplified this quality in the way 
he handled liberation theology in Latin America when the clergy proposed a Marxist 
solution to the problem of political corruption and poverty in the region. Instead of 
accepting the Marxist solution that would undermine the dignity of the human person, he 
called for a positive change based on Christo-centric values and the principles of 
common good (Formicola, 2005; Weigel, 2010). The statement that underscored his 
optimism and courage was, “Do not be afraid” (John Paul II, 1978, No. 5) which he spoke 
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at the inauguration of his pontificate.  
 
Just as he was apprehensive of the communist agenda, he also spoke loudly against the 
evils of capitalism which tend to undermine the dignity of the human person in the 
pursuit of material profit. In Centensimus Annus (John Paul II, 1991), he reiterated the 
social teachings of the Church already set forth in Rerum Novarum. He emphasized the 
need to treat people with care and respect which means “a sufficient wage for the 
support of the family, social insurance for old age and unemployment, and adequate 
protection for the conditions of employment” (No. 34). In Sollicitudo Rei Socialis 
(Ioannes Paulus PP. II, 1987), he stated that liberal capitalism and Marxist collectivism 
are two imperfect concepts about human development that stand in need of drastic 
improvement.  
 
Beyond the aforementioned qualities, he was highly spiritual and prayerful, spending 
hours in personal prayer in his chapel every day before mass (Formicola, 2006; Jones, 
2005; Noonan, 2005, Weigel, 2001). The 14th Dalai Lama described him as “a 
determined and deeply spiritual minded person for whom I had great respect and 
admiration” (Tibet-Vatican, 2003, Para. 2). He was charismatic, electrifying every arena 
he entered (Noonan, 2005; Stricker, 2001). He was compassionate (Noonan, 2005; 
Burrows, 2006). For instance, he forgave Mehmet Ali Agca, his would-be assassin, and 
regularly visited him in prison (Noonan, 2005; Weigel, 2001). He was trustful and faithful 
(Gorski, 2002). He was intelligent, feeding his flock with words of wisdom (Appleby, 
2000; Jones, 2005; Noonan, 2005; Weigel, 2001) and he was a role model for 
numerous adherents. His way of life brought many fallen Catholics back to the faith and 
led to the conversion of many others (Noonan, 2005; Weigel, 2001).  
 
Pastoral Engagement 
 
From the discussion on his personal values, it is apparent that John Paul II was an open 
and innovative leader. He distinguished himself as an ecumenical leader by charting new 
paths in the history of the papacy and venturing into areas not hitherto explored 
(Appleby, 2000; Jones, 2005; Noonan, 2005; Stricker, 2001; Weigel, 2001). On April 13, 
1986, he became the first pope in history to visit the Great Synagogue of Rome (Appleby, 
2000; Noonan, 2005; Weigel, 2001). Similarly, he was the first pope to visit the 
Umayyad Grand Mosque in Damascus (Abbott, 2001; Appleby, 2000). Many search 
engines such as Yahoo, Google, YouTube, and Bing, will lead to numerous testimonies 
about his ecumenical efforts around the world.  
 
Within the context of his ecumenical outreach, he apologized for the sins of the Catholic 
Church against different religious organizations, groups, and individuals including Jews, 
Orthodox, Protestants, and women (Appleby, 2000; Blumenthal, 2005; Noonan, 2005; 
Robeck, 2005; Stricker, 2001; Weigel, 2001). He created a formidable alliance between 
the Holy See and the emerging states of Eastern Europe after the fall of Communism and 
established diplomatic relations with the state of Israel (Formicola, 2005; Weigel, 2001).  
His leadership qualities in this area could be summarized in the words of Peggy Noonan 
(2005) who says, “This is a pope who is impatient in his apostolic zeal; a shepherd to 
whom the usual paths always seem insufficient; who looks for every means to spread the 
good news to men” (p. VIII). The encyclical, Ut Unum sint, which is a document on 
Commitment to Ecumenism (Ioannes Paulus PP. II, 1995), contains the pope’s relentless 
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efforts in the area of ecumenism (RealCatholicTV, 2011). 
 
Interpersonal Relationships 
 
Pope John Paul II had a good rapport with people with whom he came in contact. He was 
at home with adults, children, Catholics, non-Catholics, and non-Christians alike. 
Modeling his life after Christ, he was not discriminatory, but associated freely with 
people. Noonan (2005) articulated some jovial moments in his life. For instance, when 
asked about his health he responded jovially, “I'm in good shape from the neck up! Not 
so good from the neck down” (p. 10). When asked repeatedly to retire and rest, he would 
say, "Christ didn’t come down from the cross” (p. 11). And when American journalists 
consistently asked for his retirement in his old age, he said, “Tell those American 
journalists the pope doesn’t run the Church on his feet” (p. 6).  
 
He was an optimistic and cheerful person who bore no ill against anyone. Jones (2005) 
maintained that he was cordial and personable in his relationships with people including 
those of other faiths and denominations. He treated people with respect and with a 
sense of equality, and even welcomed people of other Christian denominations and non-
Christian religions to his summer residence at Castel Gandolfo (Robeck, 2005).  
 
The 14th Dalai Lama, a Buddhist spiritual leader, attested to his personal friendship with 
the pope. Beyond this personal relationship, he spoke highly of John Paul II in his 
relationship with people. In his message of condolence at the death of the pope, he 
talked about the pope’s commitment to enhancing harmony among different religious 
traditions. He referred to the pope as a courageous man who dedicated himself to the 
cause of global peace. He also described the pope as a compassionate person who 
sympathized with him over the Tibetan situation with China (Tibet-Vatican, 2005).  
 
Equally, Rabbi David Blumenthal (2005) testified that Pope John Paul II had a very 
cordial relationship with the Jews. His interactions with people of other faiths created a 
positive attitude toward the Catholic Church and led to a significant increase in the 
Catholic population during his pontificate (Noonan, 2005). In social media sites such as 
YouTube, a wide range of testimonies allude to the strength of the pope’s warm 
relationship with Catholics ‒ especially among youth. This is evident in his 1979 visit to 
the Catholic University of America (29Bairdr, 2006). The pope’s leadership qualities in 
the three areas of personal values, pastoral leadership, and interpersonal relationships 
Table 2:  Leadership Qualities of John Paul II (as derived from the literature) 
Personal Values Pastoral Attitude Interpersonal Relationships 
Pro-life 
Courageous  
Optimistic 
Hopeful 
Prayerful 
Spiritual 
Compassionate 
Trusting 
Faithful 
Intelligent 
Resolute    
Ecumenical 
Inclusive 
Activist 
Innovative 
Purposeful  
Outreaching 
Engaging 
Charismatic 
Visionary  
 
Cheerful 
Fraternal  
Cordial 
Respectful 
Collaborative 
Sociable  
Accommodating 
Tolerant  
Influential 
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are tabulated in Table 2, above.   
 
Comparative Analysis and Discussion 
 
Even without a detailed analysis of the data, a cursory look at the characteristics of the 
three leadership models and John Paul II’s leadership qualities as outlined in Tables 1 
and 2 respectively reveal terse similarities between the two. These similarities classify 
the pope as an effective leader. Using the parameter of authentic leadership, Kerfoot 
(2006) points out three determinants of an effective leader, namely,  
 
 People hunger for personalized leaderships that speak to their hearts and inspire 
them. 
 Authentic leaders love challenging people to do what they didn’t believe was 
possible. 
 Authentic leaders generate the energy to make the impossible possible by their 
passion for their people, their patients, and for doing the right thing (p. 319). 
 
Drawing on the discussion about his pastoral commitments and his relationships with 
people, it is evident that Pope John Paul II exemplified these three criteria of authentic 
leadership. First, in his pastoral visits to the different countries of the world, his 
personalized way of relating to the people strengthened the faith of many Catholics and 
inspired the youth as evident in numerous YouTube video clips. As stated in Kerfoot’s 
(2006) first criteria, he was a source of inspiration for the people he encountered in his 
life and ministry (Noonan, 2005; Weigel, 2001). 
 
Secondly, when Latin American Bishops proposed adopting Marxist socio-economic 
ideology in combating political corruption and poverty in their region, the pope 
challenged them to initiate positive change by following the principles of Christ 
(Formicola, 2005; Noonan, 2005; Weigel, 2001). This fits into the demand of Kerfoot’s 
(2006) criteria of challenging people to accomplish the impossible. He would not accept 
a seemingly convenient solution that does not conform to the gospel values. He 
therefore challenged the bishops to see beyond the obvious. 
 
Thirdly, his solidarity with the people and his instrumentality in uprooting Communism 
from Poland and from other Eastern European countries as evident in the literature 
satisfies an authentic leader’s requirement to generate the energy and make the 
impossible possible by his passion (Kerfoot, 2006). Through his pastoral visits and 
inspiring speeches, he was able to give the people of Poland and Eastern Europe hope 
and made them believe in the final liberation of their countries which seemed hitherto 
impossible.  
 
According to Farber (as cited in Kerfoot, 2006), love, energy, audacity, and proof are the 
characteristics that define leadership. These are also the qualities that define value-
based leadership as shown in Table 2. Existing literature shows that John Paul II 
possessed these qualities. He was audacious in his ecumenical decisions and actions. 
For instance, he was the first pope to enter the Great Synagogue of Rome (Simeone, 
n.d.). Moreover, he visited Umayyad Grand Mosque in Damascus (Weigel, 2001 & 2011) 
even when he was accused of “plotting a Rome-Riyadh Axis, an unholy Catholic-Islamic 
Alliance for the repeal of the enlightenment” (Weigel, 2001, p. 5). 
 
Among other characteristics of positive leadership, Nahavandi (2012) cites “creating a 
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positive climate” as an outstanding quality of a positive leader. This characteristic was a 
core value in John Paul II’s personal life and ministry as well as in his interpersonal 
relationships. Weigel (2001) described him as “the bridge builder” (p. 263). This 
description captures the essence of the pope’s pastoral qualities as a positive leader. As 
a bridge builder, he developed a positive attitude toward religiously others and 
encouraged interreligious dialogue by personally and actively connecting with other 
religious leaders and groups. This conciliatory quality was exemplified in the Assisi 
interreligious assembly he inaugurated in 1986 which has become an annual event 
(Allegri, 2013). Along this line, he apologized for the historic sins of the Church against 
different groups and persons as attested to in the literature. 
 
In line with the characteristics of positive leadership, the vision which drove his mission 
was the need to understand and impact the “new worlds and new phenomena that are 
created by social differentiation and stratifications, demographic slices, and the reality of 
cultural sectors by which the gospel is absent or poorly represented” (Burrows, 2010, p. 
134). Here, the gospel should not be perceived as a doctrinal tool for religious 
proselytization, but as a set of life-giving tenets aimed at unifying humanity in goodness 
and harmony. As evident in the discussion on his ministry and personal relationships, 
John Paul II preached this gospel effectively.  
 
Based on the meaning he constructed from his personal and existential tragedies, he 
was visionary and worked toward the liberation of Eastern Europe from communist 
oppression. The series of disorienting dilemma he experienced led him through an 
impacting transformative process (Mezirow & Taylor, 2009) that characterized his 
pontificate as an era of value-based, authentic, and positive leadership.  
 
A notable point about the pope’s transformative personality was his compassionate and 
positive disposition after he was shot by Mehmet Ali Agca in 1981. In that tragedy, he 
looked beyond his wellbeing to the salvation of Agca and made a joke of that life-
threatening incident when he visited Agca in his prison cell. He told Agca that the 
Blessed Virgin Mary diverted the bullet from his heart (Noonan, 2005). His equanimity 
and leniency in that tragic event points to his inner character as a spiritual personality 
and revealed the value-based, authentic, and positive dimensions of his leadership.  
 
Reminiscing on the pope’s compassionate disposition, the Dalai Lama stated in his 
condolence message, “I want to express my deep admiration for the Pope’s ability to 
forgive even his would-be-assassin. This was a clear indication that he was a true 
spiritual practitioner” (Tibet-Vatican, 2005, Para.7). While some individuals would neither 
forgive nor ever want to see their would-be assassin, John Paul II demonstrated the 
charisma of effective leadership by forgiving and constantly visiting Agca in prison 
(Weigel, 2001).  
 
Implications for Contemporary Leadership 
 
There are many lessons to learn from Pope John Paul II in his personal life and 
leadership style. Friedman’s (2006) comment about a flat world that has moved away 
from dominating and controlling to connecting and collaborating finds expression in the 
pope’s leadership. The pope did not only encourage a flat world by his actions, he was 
also a veritable catalyst for that accomplishment on many fronts.  
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In the foregoing discussions, his contributions to effecting changes in the aberrant 
political and religious status quo have been underscored. As already stated, he helped in 
reunifying the Eastern and the Western bloc in Europe. He worked equally hard to create 
understanding among the different world religions. One way he did this was by entering 
the synagogue and the mosque thereby bridging centuries-old interreligious distance.   
 
The point in these events is that the pope was a visionary and courageous leader who 
led the Catholic Church in a crusade of change and reconciliation. From the seed of his 
ecumenical efforts, the Catholic “Pontifical Council for Interreligious Dialogue” has come 
alive and its work has become robust and consistent. Since 1978 when the pope 
assumed the leadership of the Church, the council has been relating more cordially with 
other religious bodies by sending them goodwill messages at the celebration of their 
significant religious feasts (The Roman Curia, n.d.).  
 
With respect to current global conflicts, world leaders could learn from the pope in 
dealing with one another. Historically, years of colonialism and the Cold War created 
division, mutual suspicion, and acrimony among nations. The dialectics of those 
experiences continue to constitute a significant factor in contemporary, cross-cultural 
tensions and conflicts (Saull, 2011). In these unhealthy situations, it will take global 
leaders to bring the different nations and cultures together by imitating the example of 
Pope John Paul II who adamantly inaugurated a new era of human relationship between 
the Catholic Church and people of other faiths. This strategy could be applied in political 
and organizational matters to enhance the spirit of oneness in global polity. 
 
During the 2008 U.S. presidential campaign, the issue of sitting down to discuss with 
“the enemies” without precondition was an important political question. When U.S. 
President Barack Obama indicated his willingness to hold a discussion with Mahmoud 
Ahmadinejad of Iran without precondition, Senator John McCain accused him of 
“inexperience and reckless judgment” (Slevin, 2008, May, Para. 1). In that altercation, 
McCain’s accusation reflected the obsolete hegemonic attitude of dominance and self-
will which neither acknowledges other people’s self-worth nor encourages inclusiveness 
and collaboration.  
 
On this issue of conditional collaboration, Pope John Paul II was a model leader. He 
courageously traced a path for leaders to follow by visiting other religious sites without 
precondition. This act of pioneering the peace process by reaching out to different faith 
groups in this manner has created a considerable amount of understanding between the 
Catholic Church and other religious traditions. It could also reconcile antagonistic 
cultures and nations if contemporary leaders would imitate the pope’s example. 
 
In 1961, President J. F. Kennedy shared a perspective in his inaugural speech about the 
Cold War that subsequently underscored Pope John Paul II’s relationship with others. 
Contrary to what McCain would advocate, he called for a change from the antagonistic 
past, reminding the people that “civility is not a sign of weakness” (Para. 15).  
Furthermore, he invited both sides to “explore what problems unite us instead of 
belaboring those problems which divide us” (Para. 16). As John Paul II later exemplified 
in his pontificate, Kennedy intended to forge a global alliance that would ensure a happy 
coexistence for all of humanity. Global leaders in today’s world should imbibe these 
transformative qualities which are characteristic of value-based, authentic, and positive 
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leadership. Such leadership will reawaken the virtue of care and the spirit of oneness in 
the human family.   
 
Conclusion and Recommendation 
 
Noting the importance of leadership in any organizational setting, Kerfoot (2006) stated 
that, “Leadership traits of the person in charge work either as a magnet to attract, retain, 
and inspire, or as a force that repels” (p. 319). As this analysis has shown, John Paul II 
was a leader that attracted, retained, and inspired many within and outside the Catholic 
Church. In word and in deed, he was an exemplification of the Church’s description of a 
pope as the servus servorum Dei or the Servant of the servants of God (John Paul II, 
2004).  
 
The implication is for political, pastoral, and corporate leaders to emulate the pope’s 
examples in their personal lives, activities, and relationships. In the particular case of the 
Church, research should be undertaken to find ways of modeling and systematizing 
leadership emulating the pastoral pattern of John Paul II. The outcome of such study 
would provide Church leaders with a blueprint for pastoral guidance in their 
engagements within the Church and in their interactions with the religiously and 
culturally others. By imitating Pope John Paul II ‒ whose leadership impacted people 
globally ‒ pastoral leaders would help alleviate many social and political miseries in their 
communities and especially in the developing regions of the world.   
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Book Review:  
21 Success 
Sutras for 
Leaders  
 
by M.Ganesh Sai and M.Ramakrishna Sayee, Reviewers  
 
 
 
 
 
 
 
 
 
An Overview 
 
Professor M. S. Rao’s 21 Success Sutras for Leaders (“Success Sutras”) offers keen, 
managerial insight into the benefits of learning from the experiences of others — 
whether disadvantageous, banal, or extremely useful. Acclaimed as an international, 
authoritative resource on leadership, Success Sutras equips the reader with 21 
leadership tools and techniques designed to minimize mistakes and maximize 
leadership effectiveness. Its 22 chapters and 176 pages provide examples and 
illustrations of international leaders and their respective styles of principled leadership 
paradigms.  
 
M. GANESH SAI, INDIA 
M. RAMAKRISHNA 
SAYEE, INDIA 
 
M.S. RAO, AUTHOR                            
Forward by: HOWARD M. GUTTMAN  
PEARSON EDUCATION, 2012 
ISBN: 9788131787595; pp 176 
 
 
“There is only one thing more painful than learning from experience, and 
that is not learning from experience.”  
—  Archibald MacLeish, poet 
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Having earned acclaim from such international management thinkers as Marshall 
Goldsmith, Jim Kouzes, Brian Tracy, Richard Bevan, Colin Gautrey, Tony Alessandra, and 
Howard M. Guttman, author Rao is recognized as an internationally-renowned leadership 
“guru” with 33 years of experience.  He is the author of 25 books predominantly 
centering upon leadership styles.  With Success Sutras, Rao introduces a new leadership 
perspective, i.e., “soft leadership.” He attempts to stir the passions of his readers and 
seeks to cultivate, and ultimately transform, ordinary individuals into extraordinary 
leaders.  
 
The Highlights 
 
Success Sutras unveils the following 21 points of interest and leadership tools:  
 
1. Leadership is a responsibility, not a badge of honor: Leadership is not a rank or 
title; it is a position accompanied by responsibility: “Leadership is not a brass ring 
you can grab. It is a gift presented to you by your employees after you have 
proven yourself worthy of having it.”1 Hence, true leadership cannot be claimed, it 
must be earned and deserved.  
 
2. Character counts, not charisma: Leaders succeed in the corporate world with 
character and competence. But given the choice between character and 
competence, character takes precedence. A person with character has a better 
chance of acquiring, developing, and retaining knowledge.  
 
3. Be a coach, not a critic: Coaches should provide constructive feedback, not 
criticism. Criticism is individual-centric and is often repugnant to the recipient 
while feedback is behavior-centric and helps to bring about behavioral changes.  
 
4. Build bridges, not barriers: Leadership is all about breaking down barriers and 
building bridges. Leaders must create trust and good will among others. This 
takes time, and can be a casualty of deadlines and other work pressures. 
However, if individuals in leadership roles find time to build relationships and 
exercise patience, they can avoid organizational casualties and thus help to 
ensure organizational excellence.  
 
5. Fight for pretty things, not petty things: Concentrating on the insignificant diverts 
the mind and wastes precious time. People who expend and dedicate so much of 
their time and talents to issues of de minimus worth lose sight of beneficial 
opportunities.  
 
6. Strive for excellence, not perfection: In Search of Excellence – Lessons from 
America’s Best-Run Companies, published by McKinsey’s Tom Peters and Robert 
Waterman, became widely known for its “7-S framework” of strategy, structure, 
systems, staff, skills, style, and sharing values. This paradigm was derived from 
the managerial practices of 43 of the Fortune 500 list of top-performing 
companies in America. Jim Collins’s book, Built to Last, was researched among 
18 companies within this list. Ostensibly, companies crave excellence to stay 
ahead of the competition.  
 
                                                        
1 Thom, B. Fourteen guides to becoming a successful leader. Public Management, 78 (11), pp.14-16.  
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7. Failure is only a comma, not a full stop: Success is not counted by the size of 
one’s initial entry into the market. Most start-up companies experience initial 
setbacks. The failure rate among first-generation entrepreneurs is indisputably 
significant, representing an overall deterrent to innovation and creativity. Thus, it 
is imperative that business leaders, as well as government leaders, learn from 
their failures in order to persevere and ultimately progress.  
 
8. Never say ”no” too soon and “yes” too late: Every problem has prospects in 
disguise. Every threat provides inherent opportunities. Leaders need to view such 
seemingly risky challenges as opportunities rather than threats. Each decision 
must be deliberative – weighing all possible outcomes – rather than perfunctory - 
which may lead to premature and unnecessary setbacks and failures.  
 
9. Praise publicly and punish privately: People easily appreciate praise, but are often 
repulsed by criticism. Leadership involves managing people with different 
characters, egos, emotions, and feelings. It is generally more arduous to manage 
people who perform poorly. Principled leaders praise their stakeholders (i.e., 
employees, independent contractors, vendors, and colleagues) in a more overt 
fashion and criticize them privately in an attempt to improve performance.   
 
10. Spread the fame in success and take the blame in failure: Principled leadership is 
about the “we” and not the “I.” It is the collective effort and not just the individual 
undertaking. It is about leading by example and intelligently confronting daily 
distractions. The leadership path is strewn with both bouquets and brickbats.  
 
11. Listen to all and take your call: According to Rao, values-based leaders gather 
extensive information in order to render the best decisions. Making decisions 
involves the initial collection of information, analyzing such gathered data from 
multiple perspectives, weighing both the pros and cons, and, finally, making a 
decisive call. Listening to and engaging all ensures the receipt and analysis of 
more information from multiple perspectives, all of which lead to better quality 
decision-making with more probability of success.  
 
12. Walk your talk: Mahatma Gandhi, Mother Teresa, Martin Luther King, Jr., and 
most recently, Nelson Mandela, were all leaders who made a difference; they 
established precedent by setting an example. People trusted, revered, and 
followed them because they practiced what they preached. All of these leaders 
walked their talk, capturing the world’s attention in the process. 
 
13. Deal with people differently: Ken Blanchard emphasized the well-known maxim 
of “different strokes for different folks” in his book, One-Minute Manager. As 
people have different needs, emanate from various backgrounds, and espouse 
often divergent desires, there is no quick fix available to properly, equitably, and 
efficiently manage and direct the actions of others. Leaders must be in a position 
to acknowledge and understand the aspirations and needs of their stakeholders 
and must mold themselves to achieve goals without generating unnecessary 
conflict.   
 
14. Leaders command respect: Manipulation does not earn respect. And coercion 
does not work. Leaders must show genuine warmth and concern to influence 
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others. In today’s world, workers strive to partner with their supervisors rather 
than be treated as employees. They like to be empowered rather than to be 
dictated to. They respond more favorably to genuine leadership rather than to 
disingenuous tactics.  
 
15. Do not blame circumstances: People often blame circumstances for their failures. 
Everyone has challenges, which are mostly the result of external factors. We all 
have two forces that either enhance or destroy our lives. While internal forces are 
within our control to manage, external forces are largely beyond human control. 
People often fail to succeed because of external factors, but become stronger by 
facing up to external challenges. 
 
16. Do not compete, collaborate: The author asserts that companies reinvent 
themselves time and again, acclimating to changing business circumstances. In 
this way, competition can strengthen organizations. But excessive competition 
can concomitantly drain organizational resources and energies. Today’s business 
world is marked by forging coalitions and engaging in collaboration as much as by 
competition. 
 
17. Do not react, act: Conflicts are often best resolved when leaders adopt a positive 
attitude. Leaders who routinely react negatively can sometimes aggravate the 
problem rather than strive towards a fair and equitable solution. 
 
18. Think globally, act locally: Large companies think and act on a global scale as 
customers’ needs differ from region to region, culture to culture, and country to 
country. Companies must also customize their services and products to suit local 
standards. KFC, Nokia, McDonald’s, Starbucks, and Whirlpool have successfully 
followed this strategy. 
 
19. Invest in people: The constitution and composition of a company’s workforce 
usually determine its competitive advantage. Hence, organizations must provide 
regular training to develop their workers’ skills and abilities.  
 
20. Everybody is a leader: All individuals possess the innate ability to lead in a values-
based and effective fashion regardless of their respective positions in a society’s 
social/political/economic hierarchy. The essential elements, pursuant to Rao’s 
philosophy, are leading by example, accepting responsibility, and streamlining 
efforts to make a positive difference – both within the workplace and throughout 
the world.  
  
21. Soft leadership is the heart of leadership: In Success Sutras, Rao coined a new 
leadership concept: “soft leadership.” Globalization, liberalization, privatization, 
and the rapid growth of technology have redefined the concept of leadership and 
role of leaders, resulting in the need for company managers to acquire new and 
specialized sets of skills. Collectively, these are termed soft leadership. The 
author singles out eleven characteristics which he believes distinguish soft 
leaders from others: character, charisma, conscience, conviction, courage, 
communication, compassion, commitment, consistency, consideration, and 
contribution.  
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Lessons Learned 
 
The following what we believe are the most beneficial takeaways from this book: 
 
 Learn lessons from the experiences of great leaders to enhance your own 
leadership efficacy; and 
 Derive and develop these lessons from various sources by reading books, 
observing others, listening, teaching, training, and acquiring your own 
experiences.  
 
Our Recommendation 
 
With his admirable record of international leadership — most notably in the areas of 
teaching, research, and consultancy — Professor M.S.Rao has effectively integrated his 
rich experiences to construct these leadership maxims for readers to ponder, and 
hopefully integrate into their business operations. He has undoubtedly explored many 
research sources to arrive at his conclusions. His prowess in leadership development is 
artfully and coherently presented in this book. Success Sutras is a good resource for 
learners who want to excel as leaders.   
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